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[bookmark: _Toc139053233]Abstract 
The purpose of this study was to understand any benefits or disbenefits of Wales creating one police force. Discussions over police reform and mergers are frequently on political agenda and reported on in the press and this study reviewed existing comparable forces with a view to understand what it would mean for Wales if there was a decision to merge the existing four forces.  

The research focused on force effectiveness following the creation of Police Scotland and existing police collaborations in England in order to identify whether the model of collaboration is sufficient to deliver policing in Wales for the future. It considered the Welsh context of devolution and powers of reform for justice and policing to understand whether reform would be likely. 

An extensive secondary evidence review on a thematic basis allowed for in-depth analysis of existing arrangements.  The information is matter of extensive public record, and a review of their contents and supporting theories on leadership in a change environment allowed for a review of how change should be brought about.  It examined stakeholder perceptions in order to understand how these can support or prohibit reform.  These sources were then analysed and balanced against the benefits or disbenefits that arose

The review found that reform is an option that the police in Wales can prepare for.  If the existing collaboration arrangements in Wales were aligned on an all-Wales basis this would add to the preparation and alignment of key deliverables against devolved areas.  The experience of Police Scotland showed that pace of change is critical, as is having an extensive strategy in place to deliver against key metrics. 

This study recommends a full case study analysis to understand what a merge would mean for the Welsh forces in terms of savings to be made, both in terms of efficiency gains and financial savings.   Further learning about successes or otherwise of existing collaborations would be beneficial to enhance benefits from existing arrangements. 
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[bookmark: _Toc139053237]Chapter 1 – Introduction
1.1 [bookmark: _Toc139053238]Background
How policing is delivered has long been a topic of debate for the government of the day.  The formation of policing in its’ current form was espoused by Sir Robert Peel in 1829 when he formed the Metropolitan Police Service while Home Secretary.  This secured a pattern where policing was controlled by the Department of State and the Home Secretary would be responsible for all matters of policing (Caless & Tong, 2013, p. 11) (Home Office , 2012 (a))..  

Wales is the only country in the United Kingdom without devolution of policing and justice.  This paper will review evidence in the public record in order to understand why this is the case and what it would mean for policing in Wales if it was to become governmental policy.

There is no legal barrier to devolving policing to the Welsh Government (WG): the decision is political and therefore will rely on the ruling party and their policies (Flynn, Public Sector Management, 2012, p. 40).  With a general election due in 2024, a Labour win is likely to raise further discussion on devolution.  The Gordon Brown paper (Brown, G., 2002) stops short of specifically noting policing would be devolved, however it is the position of the Welsh Labour Party to devolve it and it is likely thar Welsh Labour will seek these reforms of a national Labour government.

The WG has established an Independent Commission on the Constitutional Future of Wales, which is due to present its’ findings at the end of 2023 (The Independent Commission on the Constitutional Future of Wales, 2023), and will discuss the devolution of policing. As such this paper is timely in seeking to understand the drivers for change and the potential impact of delivering one force for Wales.

Whilst mergers typically necessitate high levels of investment, they can ultimately deliver cost savings in the longer term through better utilisation of resources and better coordination. HMICFRS (2005, p. 2) states that larger forces will have ‘greater capability and resilience’, while smaller services would struggle to achieve service delivery to the same standard. Decision making is more likely to be streamlined in one force and policy implementation more effective, leading to greater efficiency.  Those against merging policing in Wales state that the force would be too big to deliver local policing and accountability (Michael, The potential folly of a single police force [Wales], 2022). 


1.2 [bookmark: _Toc139053239]Research Focus
Research will focus on identifying strengths or weaknesses in forming a Welsh Police force in the context of financial benefits or disbenefits and potential impact on strategic and operational delivery.  

Whilst many cite the efficiency and effectiveness gains from merging, opposing arguments are formed against the challenges of meeting local needs across a larger geographical area. Recently Dr Richard Lewis, Chief Constable (CC) of Dyfed Powys Police (DPP) outlined his perceived benefits of merging Human Resources (HR), payroll and Information Technology (IT) departments under the umbrella of an all-Wales force.  CC Lewis was contradicted by the Police and Crime Commissioner (PCC) for South Wales Police (SWP) who believes that the existing collaboration in Wales allows for better delivery of services whilst retaining local accountability (Michael, The potential folly of a single police force [Wales], 2022) (BBC News, 2022). This is one example where a consensus in senior public figures on devolving policing in Wales is not achieved and is discussed further under the literature review. 

If it is accepted that the primary purpose of policing is to serve its’ communities: as enshrined in the Peelian Principles of policing by consent with the support and respect of the public (Home Office , 2012 (a)) (Bowling et al., 2020), then we should accept that any Welsh force will need to serve the communities as well as deal with national issues.  This was reinforced by the report by Lord Scarman outlining that disorder arises where the consent of the public is removed, such as in the case of the Brixton Riots in 1981 (Belstead, 1981). 

Nonetheless, policing a modern Britain has changed as crime has evolved: serious and organised crime, cybercrime, human trafficking and drugs have led to the formation of a National Crime Agency (NCA) for example  (National Crime Agency, 2023), and it is essential that forces continue to evolve in order to meet future challenges (College of Policing, 2020).  

Sir Dennis O’Conner in his role as Inspector of Constabulary noted in his report ‘Closing the Gap’ that the structure of 43 forces in England in Wales needed reform and that this reform was essential, not desirable (HMICFRS, 2005, p. 9) (Brain, 2010).  This led to the then Home Secretary, Charles Clarke, calling for police forces to merge and included a call for one force for Wales (BBC News, 2006 (b)). Concerns were raised by the Police Authorities which accounted for the stall in implementing the change (BBC News, 2006 (c)). As such, the research will focus on the prospect of a national force rather than smaller regional mergers of forces within Wales. This paper will consider the political drivers for change or barriers to further devolution in Wales as outlined by Bowling et al. (2019, p. 62): ‘all policing could be called political’ and so a review of political motivation for reform will be undertaken. 

Police reform has long been on the UK political agenda, with the Police Reform and Social Responsibility Act 2011 (PRSRA) reforming the traditional quadripartite system of police governance. The PRSRA replaced police authorities with directly elected PCCs who hold CC’s to account and have improving local accountability in their mandate.   Understanding the mechanisms for local accountability by the PCCs will be key to understanding where there are complimentary or contradictory indicators in the current plans which would support or undermine service in the event of a merger.  

Police Scotland (PS) was formed in 2013 and, according to Sir Iain Livingstone, the public are now ‘better served by the police’ as a result (2022).  How PS was delivered and the force performance in the decade since will be a focal point to understand how similar reform could be delivered in Wales.    Scottish reform was delivered quickly – from formation of policy in 2010, appointment of a Chief Constable and chair of the Scottish Police Authority (SPA) in 2012, and formation of the new force in 2013.  This was delivered without a business case that police agreed upon, and without confirmation of the savings to be achieved: leading to a funding gap and civilian redundancies, according to Audit Scotland  (Auditor General for Scotland, 2013).

Whilst discussing merging of policing, it is important too to note that the justice system in Wales has been recommended to be reformed by the Thomas Commission in 2019 (Paun & Shuttleworth, 2020), which is some way further along in the process of being established than policing. Following Lord Thomas’ report, justice policy in Wales is being reviewed and has now formed a strategic approach to commission a work programme to deliver justice improvements to Wales.  It outlines the case for devolution of justice, which, due to the close operational nature of justice and policing, has reinvigorated the debate to form one force for Wales. 

This paper does not seek to review the likelihood or impact of this reform of justice and will instead concentrate on police reform, whilst noting that many sources cite justice reform in the form of an all Wales justice body, such as the Crown Office & Procurator Fiscal Service in Scotland (Crown Office & Procurator Fiscal Service, 2022) or the Northern Ireland Department of Justice (Department of Justice (Northern Ireland), 2023), as a supportive factor when discussing the issue of a Welsh Police force.

COVID-19 and the Welsh police response will be considered as a catalyst for change, and an understanding of the impact of the Welsh response to COVID-19 and whether a national (Welsh) response offered an alternative view to Chief Officers and PCCs will be considered too. 

[bookmark: _1.3_Overall_Research]

[bookmark: _Toc139053240]1.3 Overall Research Aim and Individual Research Objectives
The aim of this dissertation is to understand the current status of police collaboration in England and Wales and assess any strategic benefits or disbenefits if Wales establish one police force.  This paper will explore preceding police force mergers, understand lessons learned from them and consider the prospect of a merge of forces in Wales against an understanding of existing collaborative structures.  It will analyse the impact of political parties’ policies in the respect of powers given to the WG.

This paper will look at the opposing arguments for police reform in Wales and consider them against an apolitical assessment of whether it would bring benefits to the people of Wales. Within the context of an all-Wales approach to policing, the objectives of this research are to do the following:

1 [bookmark: _Hlk138669137]Understand policing and justice in the devolved administrations of Northern Ireland, Scotland and Wales as a conduit for police reform. 
2 Review existing police mergers, including understanding success and failures of strategic alliances/collaborations in England and exploring the impact of the formation of Police Scotland in 2013.
3 Analyse existing collaborative arrangements in policing in Wales in order to identify good/bad practice.
4 Discern key stakeholder views via documentary evidence to understand any barriers to delivery.
5 Identify legislative and/or governance issues which could support or prevent the formation of one police force.
6 Identify strategic and operational benefits/disbenefits that could result from a merge of the four police forces in Wales.



[bookmark: _Toc139053241]1.4 Outline Research Methods and Timescales
This research will focus on secondary research through a review of journals, public records and literature to understand the organisational impacts of strategic alignments in public service.  It will review conference proceedings and evidence, e.g. through evidence submitted to select committees, minutes of relevant meetings and analysis of other mergers using a thematic approach to understand practical implications.  

The use of meeting records and video evidence or articles by senior government and police officials will allow for a case study of key stakeholders which is already in the public domain via documentary evidence and so does not necessitate further primary research.  The analysis of benefits of mergers, particularly in relation to potential financial costs and/or savings will allow for largely qualitative data analysis. 

The rationale for conducting this research is to understand the impact of existing police mergers, to understand the current appetite for police reform and to apply organisational and leadership theories to understand the impact if these changes were applied in Wales. 

Research will be conducted using university library resources in provision of books and journals, online archives, evidence sessions (for example select affairs committees) or meeting minutes and governmental documents in this policy area.  Newspaper archives and blogs from key stakeholders discussing these topics will be reviewed.  Relevant legislation will be considered along with these sources in order to best consider the analysis of organisational change in this area both from a theoretical and observational (personal account in public record) perspective. 

The table below shows the expected timescales for the dissertation.  Full details of the research methods used in the research are detailed in the research methods chapter. 



	Dissertation Activity
	Duration (weeks)
	Month

	Clarify Aim/Objectives
	2
	March

	Literature Review
	4
	April

	Research Methods
	2
	May

	Findings
	3
	June

	Conclusion
	2
	June


Table 1: Breakdown of dissertation timescales
[bookmark: _Toc139053242]1.5 Value of this Research
The results of this study will be of different value depending on the stakeholder.  For government agencies who would seek to drive the legislative reform necessary to create a Welsh Force, it will offer a reasoned analysis of the impact of doing so.  For police leaders, it will provide a consideration of how to effectively manage any change and what organisational impact would be likely as a result.  For the public, it will seek to inform a rationale in support of, or against, police reform in the form of one Welsh force and to understand what that means for them and their perception of local policing. 

[bookmark: _Toc139053243]1.6 Personal Note
The researcher has worked in an all-Wales capacity within policing since 2005 and is therefore aware of the challenges and benefits of working regionally within the context of four separate forces.  There is an acknowledgement that there could be an issue of bias on her part.  This has been borne in mind for every aspect of the research and analysis and every effort to ensure full independence has been applied.  

[bookmark: _Toc139053244]Chapter 2 – Literature Review
[bookmark: _Chapter_3_–][bookmark: _Toc139053245]2.1 Introduction
Police force amalgamation has been on the political agenda for several decades (Loveday, 2006) (Bowling et al., 2020). Despite calls for reform, there has been no significant progression to reduce police force numbers from 43 in England and Wales.  Aside from financial austerity, there are also calls to have larger force areas to standardise training, consistently assess performance, deal with the changing nature of serious and organised crime and due to the emergence of specialist and technology-based crimes (The Times, 2020) (Donnelly & Scott) (Van Puyvelde & Brantly, 2021).

This chapter will consider findings from literature on police collaboration and mergers, including the formation of Police Scotland (PS), the Police Service of Northern Ireland (PSNI) and international case studies, highlighting the key factors that contribute to their success or failure.  It considers the leadership theory surrounding change leadership and seeks to understand how these can support or prohibit change. The findings of this review will be useful will be useful for policymakers, police leaders and researchers interested in police reform and organisational change. 



[bookmark: _Toc139053246]2.2 The Case for Police Reform in England and Wales
Governments frequently place police reform on the agenda, with various arguments forming in support of this process.  When discussing reform, it is usually either in the form of mergers, where separate entities combine to form one, or collaborations, where agencies work together to provide a service (Oxford English Dictionary, 2023).

Collaboration is increasing in policing, as can be seen from the case studies presented in Appendix E. Collaboration maintains organisational identity and provides the benefits of merging without the loss of identity (Dale, 2012).  Barriers to collaboration are people, governance arrangements and funding or any perception of inequality of benefits  (Dale, 2012, p. 43). 

In 2020, His Majesties Inspectorate of Constabulary and Fire and Rescue Services (HMICFRS) conducted a Police Effectiveness Efficiency and Legitimacy (PEEL) spotlight report on police-to-police collaboration, titled ‘the Hard Yards’.  The PEEL report reviewed seven existing collaborative arrangements in policing across England and Wales, including four Welsh force collaborations.  In discussing collaboration, the Inspectorate note:

Collaboration done well can save money, reduce bureaucracy, and improve efficiency and effectiveness. Collaborations allow forces to club together to provide specialist services that they couldn’t provide individually, and they help forces to learn from best practice. Ultimately, collaborations can improve the service that forces give to the public.
(HMICFRS, 2020 (a))

Despite this, the report notes that these collaborations are not performing as they should to the detriment of budgets, resources and officer time. Common findings by the inspection were that the staff involved in the project were not sufficiently briefed on the overall purpose and aims of the collaboration and did not track progress and therefore lacked the information to effectively deliver what was required (HMICFRS, 2020 (a)).  This supports case study findings by the researcher (Appendix E). HMICFRS (2020(a)) also found that there is an overall lack of coordination into collaboration in policing nationally, with no central learning hub or a review of past mistakes when seeking to deliver future models. 

In order to deliver more effective collaboration in future, forces should have a well-defined purpose that is communicated to stakeholders and practitioners, and which considers the quality of service delivered to the public as a result, not the net effect on budgets.  Leadership structure can inhibit collaboration through providing conflicting goals: PCC’s bring a local political context by providing a ‘political hurdle’ (Walsh & Vito, 2019, p. 65), whilst CC focus on operational efficiencies and threats of risk and harm.  

Collaboration is a complex change management process, which requires strong leadership and experience in managing change of this scale, which may not necessarily be in the experience of an operational officer (HMICFRS (2020 (a)). HMICFRS (2020 (a)) suggest considering using police staff to deliver on elements of the project.  They noted too those leaders in collaboration projects were often allocated if they were unable to fulfil their main role, rather than based on their skills to deliver the project.  They note that in Wales, Welsh identity and the involvement of Welsh Government strengthened the ability to deliver collaboration (HMICFRS, 2020 (a)). 

Partnerships can be delivered at lower cost than mergers due to lower transaction costs as partners will be working towards a common goal and can be trusted to ‘do the right thing’ (Entwistle, 2010, p. 165). There is an absence of analysis into the effectiveness of collaboration over other forms of collective working such as mergers (Entwistle, 2010). Good partnership working relies on effective leadership, communication and trust with well-defined goals and agreed outcomes, although this does not always need to be harmonious and leadership can be used to steer forcefully the direction of collaboration (Entwistle, 2010) (Walsh & Vito, 2019).



[bookmark: _Toc139053247]2.4 Case Studies – Collaboration in England and formation of Netherlands National Force
Sections 22A to 23I of Police Act 1996 sets out the provisions under which collaboration agreements may be made by police forces and local policing bodies as a means of achieving more efficient and effective delivery of policing services.
Section 23A of the Act enables two or more PCCs to make an Agreement about the provision of Joint Support Services (JSS). JSS includes the provision of premises, equipment, staff and facilities.

Section 23E of the Police Act 1996 places a duty on PCCs to publish collaboration agreements to which they are party, and it is this source that has been used to review the collaborative arrangements as detailed in Appendix E. 

The introduction of the PRSRA in 2011 provides an obligation for chief officers to participate in collaborative working ‘where it is in the interests of efficiency or effectiveness of their own and other police forces […] even if they do not expect their own force to benefit directly’ (Home Office, 2012 (b), p. 13).  Whilst this can be claimed to have contributed to the expansion of collaboration between forces, alongside the motivator of efficiency savings, the case study analysis shows that forces withdraw support if they do not see the value, as was the case of the failed collaboration between Warwickshire and West Mercia Police (BBC News, 2018 (d))(Appendix E.6).

Forming alliances through specialised units and realising benefits through collaborative IT, fleet management and procurement could provide benefits without compromising community policing (Loveday, 2006).  HMICFRS, in their 2021 review of forces found inconsistencies in structure and funding of collaborations with variations between ‘highly ambitious and effective cross-force collaborative units to smaller scale and less effective arrangements for deploying individual police force capabilities’ regionally (HMICFRS, 2021 (a), p. 51). 

In reviewing the partnerships in England and Wales, the researcher found that there were inconsistent collaborations, primarily concentrated in specialist services such as firearms, or back-office functions such as legal services, procurement or human resources (Appendix E).  While collaboration remains optional, it allows for this inconsistency, lack of reporting standards into efficiencies or benefits.  It also allows individuals to quash collaborations, for example in Devon and Cornwall where the PCC removed support and caused a collaboration to collapse at public expense of in the region of £250-500,000 (BBC News, 2019 (b)) (BBC News, 2019 (a)).

It could be argued that without a clear mandate or strategic direction, for example from the Home Office (HO) or WG, there is no desire to collaborate over what brings a tangible benefit to the force directly, irrespective of obligation under the PRSRA (2011). 



[bookmark: _Toc139053248]2.5 Collaboration in Wales
[bookmark: _Toc139053249]2.5.1 Welsh Legislative context
Health, social care, education and housing are devolved to the Welsh Government under section 7A of the Government of Wales Act 2006.  The link between social policy, and the agencies therein, and effect on dealing with related crimes being critical for policing demand (Jones, Harrison, & Jones, 2022) (Thomas Commission, 2019).  The WG also directly fund PCSO’s, contrary to England, which aligns to their community safety policies (Welsh Government, 2017) (Michael, 2022). With this legislative framework supporting an all-Wales approach, a strong case for one Welsh force can be made to deliver tailored policing in line with the devolved powers.

Duckworth (2021) reviews the impact of the COVID-19 pandemic and the unique circumstances, which saw ‘lockdown’ legislation for Wales differing from England, therefore requiring a seperate policing response.  It showed that Welsh forces could enforce where legislation was different to England and saw a great collaborative effort (Policing Partnership Board for Wales, 2020) (BBC News, 2020).

In reference to the 2009 State of Policing report by Sir Tom Winsor (HMICFRS, 2020 (b)) and the modern challenges of policing not being compatible with a 43 force structure, Duckworth links the professionalising of policing through Police Education Qualifications Framework (PEQF) and College of Policing (COP) standardised ethical frameworks for all forces as a discussion point for reform. During the pandemic, the HO formed Blue Light Commercial (BLC) as a response to individual forces being unable to effectively procure Personal Protective Equipment (PPE) individually, with the subsequent procurement at scale indicating that future comparitive national collaborations would be more effective (Duckworth, 2021, p. 120).

PCCs and CCs are part of public service boards in WG to ‘improve joint working across all public services’, further embedding partnership working (Welsh Government, 2023).  

Despite increased calls for independence from campaign groups such as YesCymru (BBC News, 2023), the Prime Minister, Rishi Sunak, has stated categorically in a speech to the Welsh Conservative conference that there will be no further devolved powers to Wales (Deans, 2023), representing the significance of political will to drive reform forward.

[bookmark: _Toc139053250]2.5.2 Existing Collaborations
Welsh collaboration was heralded as an example of an area of work with improved efficiency by HMICFRS; through streamlining how forces collaborate and specifically appointing an Assistant Chief Constable (ACC) to be the lead on collaboration (2020).  Police collaboration in Wales is driven by the PCCs through the Governmental All-Wales Policing group, which provides scrutiny and accountability for collaboration, the chair is a PCC and is rotated annually to ensure fair representation and equal participation for mutual benefit (Llywelyn, All Wales Policing Group, 2023).  

The collaboration is guided by a Memorandum of Understanding (MOU) which provides terms of reference and arrangements for oversight and scrutiny, with a diagram of the structure included in Appendix B.

Overall, the list of functions in Appendix E.8 shows an inconsistent picture of collaboration across Wales, and represents a divide between NWP and the rest of Wales, with NWP alliances being with the North-Western English forces traditionally (Lewis et al., 2022).  This could be seen as a barrier to reform, however it also shows that forces in Wales have not taken the advantage of full collaboration of back office functions with HR, Finance, Pensions and IT being separate or else partly and inconsistently collaborative.

[bookmark: _Toc139053251]2.5.3 The Silk Commission on Devolution and the Thomas Commission on Justice
Both the Silk Commission on devolution in Wales (2011) and Thomas Commission on Justice in Wales (2017-2019) note the complex structure around governance of policing (Silk Commission, 2011) (Thomas Commission, 2019).  The Silk Commission noted the limitation of reserved powers in Wales which did not apply in Scotland or Northern Ireland pertinent to policing, notably policing itself, Criminal Law and powers of arrest (Silk Commission, 2011, p. 15).  The Thomas Commission is more overt in its’ statement that Justice should be devolved due to its’ explicit link with social, health and education policies and legislation as devolved powers (Thomas Commission, 2019).

A reason prohibiting devolution could be that Wales is still tied to the English justice system, which could also account for the limitations in criminological analysis on the differences in the two systems. Jones et al. (2022) reflect this could be due to the naturalisation of England and Wales into a unitary system as far back as the 16th century. 

The arrangements in policing in Wales allows a ‘significant level of integration and autonomy’ (Silk Commission, 2011), with the commission noting that the oversight of the HO does not reflect the needs of Welsh communities. Jones et al. (2012) note the overwhelming support for devolution from the Thomas and Silk commissions, four PCCs in Wales, the ‘majority of Senedd members’ and Association of Chief Police Officers (ACPO)[sic].  The commissions and the recommendations for devolution of Justice form a strong argument for an all-Wales force, although the Home Secretary would need to sign this off – and there is no evidence that this is on the current political agenda. 

[bookmark: _Toc139053252]2.5.4 Chief Constables Comments on calls for one Welsh Force
Whilst the decision to merge police forces would be political, nonetheless the CC’s would be consulted on the process and invited to comment on reform, therefore it is useful to consider their views.

Dr Richard Lewis, the CC of Dyfed Powys Police called for the formation of one force for Wales to support the devolution of policing and reducing the CC and PCC salary obligation as well as providing a more effective service for the people of Wales (BBC News, 2022).

In response to CC Lewis’ comments on development of ‘Heddlu Cymru’, four Chiefs gave oral evidence to the Welsh Affairs Committee on 30th March 2022, where the matter of devolution of policing and the formation of a Welsh force was discussed (Lewis et al., 2022).  From the perspective of CC Lewis, he noted the unique position of the funding model in Wales and gave the example of Welsh policing funding for devolved matters, for example in health (Lewis et al., 2022 Q5).  

CC Lewis viewed the Scottish policing model as a success in terms of dealing with rural areas and saving ‘in excess of £2 billion’ and called for such efficiencies to be seen in Wales, particularly to safeguard police staff numbers (Lewis et al., 2022 Q7). CC Lewis reflected on the time of the Clarke reforms (Appendix D)  and the willingness of police in Wales to merge on the premise of ‘suitable governance, suitable command arrangements and adequate and sustainable financing’, but notes that the comments were prior to the new governance models including PCCs (Lewis et al., 2022 Q7).

CC Vaughan from SWP was more reserved in his commentary on the issue, stating that policing would need to be devolved to Wales before this would be considered by him to be a realistic prospect to be able to effect real ‘influence with partners in Wales’ (Lewis et al., 2022 Q7).  CC Vaughan agrees that there would be efficiency gains, citing IT, back-office functions and procurement as examples of this as ‘intuitive’ gains (Lewis et al.., 2022 Q7). CC Vaughan does note that there are complexities of policing areas with different needs (rural versus urban) and that this would take time to achieve with better front-line service being delivered over a longer term but that it could be delivered with the correct leadership ‘as with anything’. 

Deputy Chief Constable (DCC) Blakeman from Gwent Police, who hailed from West Mercia police and worked there under the strategic alliance with Warwickshire which failed, noted that in her view, ‘bigger is not always better’ and forces’ primary aim is to deliver local service to communities.  DCC Blakeman nodded to the strong existing police collaboration in Wales which could be expanded to deliver further efficiencies (Lewis et al.., 2022 Q7) (BBC News, 2018 (d)).

CC Faulkes of North Wales Police (NWP) noted the complexity of modelling crime ‘North to South’ in Wales for NWP where alliances are formed with North-West England and crime crosses borders from there to North Wales too, although he did note the combined language and culture in Wales and the operational similarity amongst Welsh forces as a link (Lewis et al., 2022 Q7).  CC Faulkes agreed with CC Vaughan about the challenge to maintain local delivery in a national force. Whilst CC Faulkes was clear that the prospect on an all-Wales force would be challenging with issues to overcome, he did not say it was insurmountable. 



[bookmark: _Toc139053253]2.6 Future Operating Model: Drivers for reform in a digital age
Sir Michael Barber chaired a review of policing in 2022, heralded as a ‘landmark’ report into police reform, and cited as significant as the 1960’s Royal Commission as a call for the reform required to address the ‘crisis of confidence’ (The Police Foundation, 2022).  Whilst the report calls for a number of significant changes, relevant to this research are the organisational reforms called for.

The report notes the changing nature of crime, including fraud and cybercrime and also calls for local police forces to deal with ‘local crime, emergency incidents and provide visible community policing’ (The Police Foundation, 2022), this would in effect leave serious and organised crime to an expanded NCA and the introduction of a Crime Prevention Agency (CPA).  

The Policing Vision 2030 from the National Police Chiefs Council (NPCC) (2016, p10, also listed in Appendix F) outlines the need to offer more consistent back-office functions, working to the same standards and increasing joint inter-agency partnerships, although it does fall short of calling for mergers. In recognising that policing needs reform to meet the challenges of globalisation, cybercrime and other high harm crimes, the vision nonetheless reinforces a local approach for communities in the current format through PCCs and democratically elected Mayors.  

Ransley & Mazerolle (2009) discuss segregating the policing of emergent threats such as terrorism, mass migration and major health challenges to be concentrated at a national level, leaving the community policing element to a local model. This dual-model of policing (local and national) cites one of the advantages of this model being the ability to deal with ‘routine crime threats’ and nurture the community relationships advented in the problem oriented policing models currently used (Ransley & Mazerolle, 2009, p. 371). 

Whilst this segregates types of crime and how it can be addressed nationally, it is taken to mean the UK context and does not consider whether local policing can be delivered by a Welsh force. Bowling et al.. (2020, p.185) argue that policing is ‘transnational’ and not restricted to localised policing. They go on to discuss the benefits of this approach in terms of seeking clear demarkation of responsibility for dealing with local issues, including the pluralisation of policing through the use of private or public-private partnerships to deal with localised public security issues (p.372).  This structure would allow a Welsh force to deliver on a Welsh basis by enhancing the collaborations and partnerships in existence (Appendix E8).

The COP in its’ report on the ‘Future Operating Environment 2040’ (2020) seeks to understand the future model of police demand on prepare for its’ response.  It notes the inevitability and challenges of policing in a digital age and uses it as a conduit to assist in dealing with ‘novel and complex crimes’ (COP, 2020, p7).  Along with other police leadership bodies, the COP describe the challenges of an alternate hierarchy of need for policing the future, including the need to deal with online spaces, climate change, technology (including Artificial Intelligence (AI)) and connectivity (COP, 2020, p.18). 

There are challenges in building or maintaining trust of the public in a digital age, where areas of police work are undertaken by AI for example: this will require ‘radically different models of leadership, governance, and citizen engagement (COP, 2020, p. 10).  COP goes on to predict that in the future, the ‘vast majority of police-community engagement [will take place] online’ (2020, p.34 & p.81). 

In terms of operating with the increased complex challenges ahead, the College of Policing notes:

This complexity poses a profound challenge to the adaptive capacity of many of policing’s current processes, structures and systems, which are essentially modelled on the early industrial period: vertical; hierarchical; fragmented’ and bureaucratic. [..] policing faces difficult choices about how to upgrade its processes, capabilities and governance structures to meet the challenges and opportunities of the 21st century [and in order to do so] may need to explore radically different models of governance, citizen engagement, policy development and service delivery. 
(College of Policing, 2020, p. 81)  

If the future sees policing through the technological and cyber sphere, then policing in Wales could feasibly be delivered by one force (Wales) with links to NCA (Ransley & Mazerolle, 2009) (National Crime Agency, 2023) (College of Policing, 2020)

[bookmark: _2.7_Change_Management]

[bookmark: _Toc139053254]2.7 Change Management and Leadership 
Strategic change management refers to the process of planning, implementing, and managing significant changes within an organisation to improve its overall performance and achieve its strategic objectives (McCalman et al.., 2015).  The political response to the globalisation of crime affects organisational culture, meaning that policing needs to transcend traditional boundaries (Bowling et al., 2020, p. 185).  Strong leadership is essential in setting the tone for collaboration in policing in this context (Crawford & Cunningham, 2015).

Effective change management involves a set of key principles that guide leaders in leading the change and understanding its short-term and long-term impacts and cannot be overlooked (Dale, 2012).  One of these is the power of vision - a clear and comprehensive vision can ‘direct, align and inspire’ the change, although it is not a guarantee for success (Kotter, 2012, p. 8) (Thompson, 2015) (Roe, 2020, p. 324).

In his study, L’Hoiry (2021) interviewed several participants at levels below that of chief officer, and noted the several points in relation to successfully managing collaborations:
· Pace of change is critical – the success of collaborations is linked to the acceptance and support of staff who will then ‘make it work’ (2021, p.1107) Figure 1: Eating the Elephant One Bite at a time (licensed under CC BY-NC)

· Positive leadership qualities will provide the necessary qualities to inspire motivation to participate in change from all relevant actors (p.1105)
· Eat the elephant one bite at a time: measure success in incremental, manageable steps – set out to achieve something relatively minor which proves what can be achieved. 
· Staff consultation allows them to bring their ideas on how to implement change and will ultimately result in it being delivered more successfully through co-production exercises such as team building exercises, joint training, and engagement events (p.1107).

Transformational leadership will align the needs of the organisation with that of the people therein resulting in further motivation for the staff to contribute to achieving the goal (Beerel, 2010, p. 68) (Walsh & Vito, 2019, p. 111).  

Dick et. al (2006) liken organisational change to a ‘black cloud’, bringing concerns for job security and a fear of loss of their prior organisational identity.  Whilst job security for police officers would be less of an issue, the mergers in Scotland did lead to police staff redundancies to meet the budget and this would need to be addressed were any mergers to occur in Wales (Auditor General for Scotland, 2019/20) (Appendix C).  

Whilst mergers can pose a risk to organisational identity, if staff can affiliate to the organisation, cultural identity can improve motivation through social needs being met (Van Dick, Ullrich, & Tissington, 2006) (Walsh & Vito, 2019).  In mergers, there can be a fear of loss of identity more acutely in the smaller organisation(s), something seen in the formation of Police Scotland where the dominance of the former largest force of Strathclyde influenced the style of policing in the early days of the merge (Dickie, 2019) (Van Dick et al., 2006) (Walsh & Vito, 2019).  

When instituting any organisational change, it is important to consider the organisational identity and culture, which Bowling et al. (2010) refer to as “cop culture”.  These cultures can vary between forces but present some ‘core characteristics’ in common, which can support a change regime (Bowling et al., 2020, p. 127) and do not necessarily differ across police force boundaries (Crawford & L'Hoiry, 2017).  

According to Linden (2003), 70% of alliances do not succeed. Leaders have no direct authority during collaborations and instead must use their skills in relationship building, political awareness and competence in order to achieve shared goals (Linden, 2003). 

It is also about recognising that some people would prefer the status quo, and therefore the ability to deliver some quick wins would be beneficial to understand the extent of acceptance of the change (Walsh & Vito, 2019, p. 120). Organisational culture can be informal and enforced between colleagues but nonetheless the identity of an organisation can provide the cues for staff to identify the cultural norms within an organisation (Jacobs et al., 2008). Providing the change implementation retains acceptable norms and practices and the nature of the roles within the police remain, then the organisational identity will not be diminshed (Jacobs et al., 2008, p,246) (Loftus, 2010, p. 17).  Having the right leader in charge, demonstrating strong leadership can deliver good organisational performance in the public sector (Petrovsky, 2012, p. 88).

It is important to consider the role of the police leaders and their culture as potential barriers to reform (Cockcroft, 2019).  Whilst there has traditionally been a view of police leaders being resistent to change and overly bureaucratic, Cockcroft (2019) notes the varying types of leaders, the emergence of ‘New Public Management’ (p.31) and the drive towards providing a public service, which means we cannot view leadership as a barrier in the case of forming one Welsh force, moreover strong leadership can deliver success. 

There is no doubt that pace of change will have a bearing on leaders and their ability to deliver a revised model of policing: the pace of change in Scotland inevitably led to significant challenge for the strategic leaders (Murray & Malik, 2019, p. 180).

There is academic consensus on the best model for change leadership as articulated by Adair (2010), Beerel (2010), Roe (2020) referring to Kotter, Peters & Waterman (1982) and Kanter (1989), Linden (2003), Thompson (2015) and Walsh and Vito (2019) as follows:

1. The change should be imaginable – Thompson (2015) refers to this as vision. A change leader should articulate a clear vision that inspires and motivates stakeholders, providing a sense of purpose and direction for the change effort. Effective change leaders actively engage stakeholders, involve them in decision-making processes, and empower them to contribute their skills and expertise to the change effort.

2. Feasibility: there should be a belief that the change can be delivered.  Leaders should set a clear path to delivery and model the desired behaviours and values, demonstrating their commitment to the change and inspiring others to embrace it. Change leaders should create a coalition of key stakeholders who are influential and supportive of the change effort. This coalition helps drive the change forward, overcome resistance, and create buy-in from others.

3. Change is a continuously adapting process and so requires flexibility. Change leaders must anticipate and address resistance to change by understanding the concerns and perspectives of stakeholders. They should proactively address resistance through open dialogue, addressing misconceptions, and providing support and resources. Change leaders should be agile and adaptive, willing to adjust strategies and plans based on feedback, emerging challenges, and new information. 

4. Communication is vital in change leadership. Leaders should consistently and transparently communicate the purpose, progress, and impact of the change, ensuring that messages are tailored to different audiences and channels. Organisational support, and the development of positive relationships during mergers can best be achieved where communication is ‘clear and forthright’, particularly if the merge results in redundancies (Van Dick et. al, 2006).

5. Change leaders should create an environment that encourages learning, experimentation, and innovation. They should celebrate successes, learn from failures, and promote a growth mindset throughout the change process.

6. Successful change leaders ensure that the change becomes embedded in the organisation's culture, processes, and systems. They monitor progress, provide ongoing support, and reinforce the desired behaviours to sustain the change over the long term.

Overall, not following the key principles of strategic change management can have detrimental effects on the organisation, including decreased employee morale, reduced productivity, failed change initiatives, inefficient processes, missed opportunities, and a loss of competitive advantage. 

Factors limiting success, according to L’Hoiry (2021), are:
· Four-year election cycles of PCCs and short (e.g., five year) contracts for CC’s 
· Incompatible structures and pay scales, differing organisational cultures and power dynamics including the terms and conditions of police staff
· Ineffective information sharing practices
· Failure to refer to national strategic objectives 
· Perceptions that larger forces will subsume smaller ones leading to mistrust
· IT.


It is crucial for leaders to adhere to the principles for success listed above to mitigate these negative consequences and foster successful and sustainable change.
[bookmark: _Hlk138959618]

[bookmark: _Toc139053255]Chapter 3 – Research Methods
[bookmark: _Toc139053256]3.1 Introduction 
Research is the ‘systematic collection and interpretation of information with a clear purpose, to find things out’ (Saunders et al., 2019, p. 815).  This document represents a research-based approach to understanding the position of police reform in the context of any benefits that could be achieved by merging the four police forces in Wales. 
 
The literature review highlights the complex structure and interconnectivity of politics and policing and the effect on police force structures in England and Wales. This chapter provides the information on the research strategy applied to identify the information to answer the research objectives listed in Chapter 1 and identify theories which provide an understanding of what the issues are, why they have arisen and solutions that could be provided.  How the data is to be collated, the sources to be used or discounted and rationale applied in doing so will be discussed.  Any limitations identified will also be considered.  
 


[bookmark: _Toc139053257]3.2 Research Strategy (Methodology) 
Using Saunders’ Research Onion, the methodology utilised will be broken down into the layers as outlined below:  
[image: ][image: ] 
Figure 2: Research Onion, Saunders et al., 2019, p. 130
 
[bookmark: _Toc139053258]3.2.1 Research philosophy 
Research philosophy is the ‘system of beliefs and assumptions about the development of knowledge’ (Saunders et al., 2019, p. 130), and applies the knowledge to answer the questions posed.  Whilst conducting the research, a number of assumptions are likely to be made:

· Onotological assumptions will apply about the reality contained within the research,
· Epistemological assumptions apply to the knowledge provided by the subjects in the study and whether it is legitimate, and
· The researchers own values and ethics and their influence on the research process therein will provide axiological assumptions (Saunders et al., 2019).
The element of the research considering facts and opinions on mergers will allow for a number of philosophical approaches.   
 
Pragmatism will consider the absence of absolute or fixed facts and instead allow for the practical consequences and outcomes of theories derived from research (Saunders et al., 2019).  Pragmatism also allows for application of the results of the research to real life examples of policing.  By analysing past examples alongside the theories of organisational culture, leadership and change, it supports this approach. The pluralist approach to the study through consideration of different individual and organisations’ viewpoints on policing and reform allows for a review of several elements in order to generate a solution for the way forward.  
 
Whilst there will primarily be a pragmatic approach to the research, the case studies of officer accounts and opinions will be interpretivist in nature, if we accept that qualitative data is ‘fundamentally interpretive, and interpretation represents your personal and theoretical understanding of the phenomenon under study’ ​(Zhang & Wildemuth, p. 2)​. Any stakeholder statements will be coloured by their cultures and values and as such will require a consideration and understanding of this culture to break down the facts contained within the comments made ​(Hammerseley, 2013, p. 26)​.  As someone who works closely with Welsh Government and is employed by the police, the researcher should consider potential bias and ensure that it does not encroach on the assessment of facts.  Where smaller qualitative data sources are used such as individual interviews, perceptions and interpretations, this supports the use of interpretivism in this study (Saunders et al., 2019, p145).
 
[bookmark: _Toc139053259]3.2.2 Research approaches 
The research approach will be inductive in that the research available will be used to understand the theories behind police reform and answer the questions posed in the objectives, moving from ‘data to theory’ (Saunders et al., 2019, p155).  The inductive research approach is a method of reasoning and analysis that moves from specific observations and data to broader generalizations and theories and applies it to qualitative research. The primary goal of inductive research is to generate theories or explanations based on the patterns, themes, and relationships identified in the data. 
 
The approach will begin with identifying and selecting the research of note.  Then it will be coded and analysed according to theme to identify any patterns, and organise the data into meaningful sections.   
 
Based on the identified patterns and themes, the generalised observations will be translated to more general conclusions or theories. The conclusions seek to explain the observed phenomena, derive broader principles, or generate theoretical propositions that can account for the data and potentially apply to other contexts. 
 
Inductive research is an iterative process, meaning that the researcher cycles through the steps repeatedly. New data may lead to the refinement or revision of existing themes or the development of new ones. This cyclical process allows for a deeper and more comprehensive understanding of the phenomenon under investigation (Saunders et al., 2019). 
 
In inductive research, validity refers to the accuracy and trustworthiness of the findings, while reliability refers to the consistency and replicability of the results. Researchers often employ strategies such as peer debriefing, member checking, and triangulation to enhance the rigor and credibility of their inductive analyses (Attride-Stirling, 2001). 
 
Inductive research is characterized by its flexibility, openness to emergent findings, and its ability to capture the complexity and nuances of social phenomena. It is particularly valuable when exploring relatively uncharted territories or when studying diverse and multifaceted phenomena. By systematically analysing specific data, inductive research allows for the generation of new insights, theories, and hypotheses that can contribute to the advancement of knowledge in a field. 
 
[bookmark: _Toc139053260]3.3.3 Research strategy  
The strategy for deciphering how the study will be conducted is through case study research to review real life cases of police reform and seeking to understand how they can provide answers to the research questions.  Archival research will allow for a review of text to provide context and depth to develop insight and contribute to developing theories. This will then use the existing ‘grounded’ theory to understand how the change can effectively be delivered were it to be agreed upon (Saunders et al., 2019, p804).   
 
By reviewing perspectives from multiple cases and viewpoints, it will allow the researcher to build up sufficient knowledge to inform practice and, if relevant, further research.  
 
The data will be coded and organised within themes in order to allow for thematic analysis.  By using more than one case study, it will allow for compare and contrasting of cases to identify commonalities or differences.  This will then allow for broader themes or patterns to be identified.  
 
The other element of research will be the systematic examination and analysis of archive data through existing records, documents and reports.  The approach will be in the same vein as the case study approach: 
 
 
Figure 3: Archival Data research strategy, adapted from Zhang and Wildemuth, 2023 
 

[bookmark: _Toc139053261]3.3.4 Choices  
The methodology is a thematic inspection of qualitative data only and therefore represents an individual selection of data type.  According to Mayring (2000), qualitative analysis is an ‘approach of empirical, methodological controlled analysis of texts within their context of communication, following content analytical rules and step by step models, without rash quantification’.   
 
Attride-Stirling, (2001, p.403) notes that the ‘value of qualitative research lies in its exploratory and explanatory power’.  
 
Quantitative data to understand key questions such as whether the mergers resulted in saving public money or whether the public are satisfied with the service from their forces are used sparingly, as the objectives of this project are to consider how a merge would work in Wales and the key benefits are likely to include service quality, which is difficult to measure quantitively.  Due to the complicated subject area and relative subjectivity of success of previous reform, it is more appropriate to consider the effect of the merge as a whole as the police purpose is to serve its’ communities, prevent crime and disorder and deliver a service to the public. 
 
[bookmark: _Toc139053262]3.3.5 Time Horizons 
The time horizon for study will be longitudinal which refers to the extended period that will be reviewed and observation of the developments in police reform over time. 
The use of ‘multiple source secondary data’ from documents and surveys and how records have developed over time allow for the longitudinal organisation of data (Saunders et al., 2019, p348). It will allow the researcher to understand the linear development of reform and its’ context for summary of results, and will assist with the cataloguing and structured analysis of qualitative data over time. Due to the length of time that police reform has been discussed, since the formation of Police Scotland and since the Welsh Government was formed, it is likely that significant academic reviews and government analysis has occurred and will therefore support a longitudinal assessment of research and theories. 
 
[bookmark: _Toc139053263]3.3.6 Techniques and procedures 
 The main approach will be a thematic review of the main research theme to understand any benefits of a merging of police forces in Wales.  It will be broken down at the highest level as follows: 
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Figure 4: High Level Thematic Breakdown 
 
With the wealth of information on these topics, this will focus on searches of key words and documents.   
 
The data collected will be secondary: as the decision to merge forces in Wales has been discussed and considered for some time, and opinions on such are widely available in the public domain, creating surveys on the opinions or likelihood of such a decision would not be of benefit to meeting the objectives listed in Chapter 1. 

The research aims seek to understand the best approach in the case of a merge, not whether the subjects feel it would be a good idea or not.  Secondary data from reputable sources such as governmental reports or legislative frameworks will have a high degree of accuracy and can therefore be relied upon.  Documentary evidence, for example to parliamentary committees, will be considered and balanced and as such provide a solid representation of a persons belief on the questions posed.  The age of the evidence provided and whether it is still relevant to the present day will be considered.  
 
The descriptive research methods will be used to describe the existing situation ‘as accurately as possible’ ​(Atmowardoyo, 2018)​ to understand the implication of existing reforms and in examination of previous examples in a case study analysis of collaborations. By using secondary data in this way, it will be established and free from influence from the researcher therefore the purpose of the study could not be seen to influence the evidence. A case study within this arena is suitable considering the long-standing nature of policing in the UK and the ability to form an in-depth understanding of police reform which would have been unlikely to be possible by conducting primary research from high-ranking officials.  
 


[bookmark: _Toc139053264]3.3 Data Collection (Method) 
 The research method will be three-pronged based on the following sources:  
 
1. A review of experiences and case studies on existing police mergers from academic sources, stakeholder accounts from verified resources (for example an organisational website) and reputable news sources, 
2. Inspectorate reviews from the government and police inspectorate whose aims will be to objectively assess the status of areas reviewed, and  
3. Review of management theories through books and journals to apply context of the situation to well established literature. 
 
The tools used to conduct the research will be: 
 
· University library for access to literature and journals 
· Review sources and references in journals to establish contributory research which may complement this research 
· Use of google scholar 
· Review of news sources (i.e. publication websites) 
· Review of key websites

The searches will be conducted initially on key word searches pictured below relevant to the research aims:  
 
[image: ] Figure 5: Word Cloud 

Use of journals will be supplemented by reviewing sources quoted within and reviewing those of relevance. 
  


[bookmark: _Toc139053265]3.4 Data Analysis 
In reviewing and understanding the existing reports on police reform, a meta-analysis of existing studies will be undertaken to understand the drivers for reform.  In order to form connections between varying case studies, statements and meanings therein, argumentation theory will be applied to the analysis ​(Attride-Stirling, 2001, p. 387)​. 
 
Saunders et al. (2019, p651) note that a thematic analysis can assist in comprehending ‘large and disparate amounts of qualitative data’ and allow for integration of related points from a number of different data types for example interviews or reports.
[image: ]By structuring the analysis through themes, it will allow for a systematic review and analysis of outcomes.  Braun & Clarke (2006, p78) note that ‘thematic analysis provides a flexible and useful research tool, which can potentially Figure 6: Thematic Review 

provide a rich and detailed, yet complex, 
account of data’. The thematic analysis web below forms the network approach as outlined by Attride-Stirling (2001, p.388) and considers the following elements: 
 
Basic Theme: the lowest order of premises that are emergent in the analysed text which are grouped together to allow consolidation into the organising theme. 
 
Organising Theme: this clusters the basic themes into similar issues according to the assumptions found in the basic themes. These will then be used to understand the significance of data in the basic themes and be used to develop assumptions and ideas.  
 
The Global Theme collates the organising themes together to form an argument or position.  
 

The analysis starts with the basic theme and works along the web through organising to global themes.  
 
A thematic analysis will be undertaken to meet the research objectives in the following areas: 
 
[image: ] Figure 7: Thematic Network, adapted from Attride-Stirling (2001)
Key: OT = Organising Theme.  BT = Basic Theme

 
 
The research will be collated in the theme areas above, summarised and analysed for relevance across the objectives.  The benefit of using the network approach will be to allow ‘themes salient in a text at different levels’ and allow the organisation and analysis of the themes therein ​(Attride-Stirling, 2001, p. 387), with the emergence of any further themes or areas to break down emerging from the data​. This would fit an inductive approach, according to Saunders et al.. (2019) allowing the data from the research to identify emerging themes.  These themes will be coded in excel and used to analyse the content, as shown in Appendix G (Meyer & Avery, 2009). 

The thematic analysis will be cyclical, with each element or argument being reviewed when new information appears that can support or disprove previous analysis. 
 


[bookmark: _Toc139053266]3.5 Limitations  
A qualitative study is limited to the data that already exists and does not allow for statistical interrogation to prove or disprove facts or expand on questions outside of that data set.   As such, research questions in the text may not fit the purpose of this investigation which may result in further analysis being required. The research based on experiences or stakeholder views is likely to be biased to the individual shared experience and their own values and beliefs, the source or influence of these beliefs is not likely to be apparent in the sources used. 

Sources should be assessed for impartiality and ethical collation and interpretation of results and not assumed to have paid due consideration to ethical principles. 
 
Some information may only be available from within the organisation and not published online.  The limitation on this type of information applies to knowing of its’ existence and potential usefulness for this study, and also access being granted from the organisation, although freedom of information requests can assist with this aspect.  



[bookmark: _Toc139053267]3.6 Ethical Considerations
In order to responsibly conduct the research, the approach must be in line with the ethical policies of UWTSD.  Whilst the research used in this paper is secondary and in the public domain, there are still several ethical considerations to be made. 

By accessing information in the public domain, it allows the obtaining and analysing of data to fall within an ethical framework. Due care must be paid to copyright laws, appropriate referencing and impact on individuals named in the analysis. The researcher currently works in an all-Wales capacity and as such any analysis and conclusions should be considered objectively and without bias toward a pro or anti Welsh force.  

The researcher should proceed with ‘integrity, fairness and open-mindedness (Saunders et al., 2019, p. 257) and deliver an accurate and unbiased intepretation of the data analysed and ensure that any conflicts of interest are declared.

There is an obligation of respect for those named, or who may be affected by the study and the rights of all persons, and their views, as represented in this study should have their position and dignity respected.  By using information in the public domain, in the context of official reports or statements, the integrity and respect for the accounts of key officials should be considered as proportionately gathered and without malice or intent to cause harm or distress to those named in the study.

Whilst privacy, and the avoidance of harm, should be considered in the context of participation in studies, the use of secondary data already in the public domain mitigates any potential breaches.  The researcher should not seek out identifying sources not named in order to maintain any anonymity.

All analysis should be accurately conducted and representations made honestly, even if they conflict with expected outcomes of the research.  Any data stored as part of this research will comply with data protection lgeislation and  UWTSD data retention policies.  Sources will not be used or replicated without accurate referencing or express permission of the data owner, as appropriate.  

[bookmark: _Toc139053268]Chapter 4 – Analysis of Results
[bookmark: _Toc139053269]4.1 Introduction 
The aim of this research was to understand any benefits or barriers in forming a Welsh Police Force.  It reviewed secondary data relating to the experience of Police Scotland and compared collaborations in England and Wales to answer the research objectives listed in Chapter 1.   The research then considered change management, organisational culture and leadership theory that would support, or be a barrier to, reform.

The research was conducted structurally using themes, with the topics aligned to the research objectives and is ordered in line with the themes that emerged as factors that govern, support or prevent successful collaboration and/or merges within policing.   The researcher applied an inductive approach, where the themes for analysis emerged from the research and allowed for a conceptual framework to ‘categorize and describe concepts relevant to the study’ (Rocco & Plakhotnik, 2009, p. 122). 

First, the research was separated into excel and categorised by theme, as outlined in Appendix E, with analysis of the content being considered as the outcomes became apparent.  Next, the themes were sorted and correlations found and compared. Next, a textual analysis compared the literature review findings. The findings are set out in sections in this chapter.

During the preliminary research on the topic, a wealth of information from reputable sources was found to be available on police collaboration, police reform and the intrinsic link to the government motivations for initiating police reform.  As such, it was decided to exclude seeking stakeholder views on whether they would support such reform on the grounds that:

· There is a wealth of public officials’ comments regarding police reform on the public record, from the Prime Minister Rishi Sunak declining further devolution to Wales (Deans, 2023), the Thomas Commission calling for devolution of Justice (Thomas Commission, 2019) and public accounts from Chief Officers via a Home Affairs Select Committee (Lewis et al., 2022).

· Irrespective of police opinions, the Home Secretary has the statutory power to instigate police reforms, and as such police leaders would implement any mandated change whether they supported it or not.  Therefore it was not deemed relevant to this study to consider whether the police would support a change, only to consider their perceptions on how to deliver success were this change to be agreed. 

· Whilst the current Prime Minister is not supportive of the devolution powers that would trigger formation of one force for Wales, there is nonetheless a general election due by January 2025 which may render this opinion moot should the administration change (UK Parliament, 2023).
  
Any improvement in performance, whether that is streamlined back offices or financial savings frees up resources to deliver a better service to the public, even if these improvements are not directly linked to front line or national crime agency deliveries (O'Halloran, 2020).

Whilst it’s true that the PRSRA 2011 makes provision for forces to collaborate, even where it is not to their direct benefit, the literature review shows that in practice, these collaborations have occurred to streamline provision of joint services or deliver efficiency and cost savings.  The lack of evidence, performance analysis or documented benefits of collaboration could be a factor hindering wider expansion and also make it easy to opt out or change the commitment to collaborations (Appendix E).   

The review below is separated into those factors that can contribute to or hinder the delivery of a national service for Wales. 



[bookmark: _Toc139053270]4.2 Austerity and financial efficiency
The literature review and case studies show that the pursuit of financial savings and efficiency is important in the current climate.  The literature review indicates that budget reductions should be carefully evaluated to prevent negative impacts on crime prevention, response times, and community engagement. Overemphasis on austerity measures can lead to reduced staffing levels, limited resources, and diminished community trust (Appendix E).

The provision in the PRSRA (2011) that states that forces should collaborate where it is in their interests is nonetheless hampered by individual actors who prevent collaboration, which can be in the event of absence of a full business cases (Home Office, 2012 (b)) (BBC News, 2005(a)) (BBC News, 2018 (d)).   Perceived inequality can be an issue where one force would be seen to benefit over others and so it is clear that cases that outlines benefits for all should be made in any change plan (BBC News, 2018 (c)) (McCall, 2020).

The research shows that collaborations save money, although mergers cost more to set-up, over time they deliver savings, as seen in Scotland (See appendix C.1 Police Scotland).

It can be summarised that using financial savings alone as a motivation to collaborate should be treated with caution and improved service provision and efficiency and austerity measures should be carefully evaluated to avoid compromising the quality of policing services or providing barriers to reform.



[bookmark: _Toc139053271]4.3 Standardisation and performance 
The push for standardisation is a double-edged sword. While consistent training and performance standards can promote professionalism and accountability, they should also allow for flexibility to address the diverse needs of different communities (College of Policing, 2020) (Collis, 2021)(Appendix C). Overly rigid standards may stifle innovation and hinder the ability of officers to adapt to unique situations. Striking a balance between standardisation and individual discretion is essential to ensure effective policing.

This case studies showed a lack of standardised processes and coordination, which can impede collaboration efforts for those who oppose it (Appendix E). The case studies show that without clear direction and a unified approach, it becomes difficult to achieve cohesive and efficient collaboration and understand any benefits it can deliver. This highlights the importance of establishing strong governance structures and effective leadership in collaborative initiatives (Walsh & Vito, 2019).



[bookmark: _Toc139053272]4.4 Collaboration and partnerships 
Collaboration among police forces and other agencies is undoubtedly important for tackling complex crime challenges that transcend jurisdictional boundaries (HMICFRS, 2020 (a)) (College of Policing, 2020). The case studies show that successful collaboration requires clear communication, shared goals, and trust among all stakeholders (Appendix E). Collaboration requires clear communication, shared goals, and trust among stakeholders, while not overshadowing localised, community-oriented policing (Walsh & Vito, 2019).

The findings of the case studies in Appendix E suggests that police units lack sufficient structure to share good practices and inter-organisational intelligence. Local interests sometimes take priority over national needs, and under-resourcing hampers their ability to call on force resources. To overcome barriers, it is essential to address potential issues of power imbalances, conflicting interests, and information sharing protocols (Walsh & Vito, 2019). 

Sir Tom Windsor stated that further police collaboration is essential, but does not call for forces to merge (HMICFRS, 2021 (a)), which would pose the question as to why the formation of one Welsh force would even be a consideration when “70% of mergers fail” (Meeks & Meeks, 2022).  Overall, despite a lack of robust analysis on the benefits of collaboration, the independent findings of HMICFRS (2021 (a)) and the College of Policing (2020) show that reform is necessary to deliver an effective service in the future, and the collaborations in the case studies show that these are capable of delivering efficiencies. 

The formation of strategic alliances among police forces represent further elements of JSS, such as the alliance between Devon and Cornwall with Dorset police, is noted in Appendix E . These alliances allow forces to retain their own strategic leadership teams while sharing resources and benefiting from collaborative efforts in areas like IT, fleet management, and procurement.  You could argue that this model is more palatable to leaders and organisations which will then retain their organisational and operational independence. However, there is a distinct lack of analysis available around whether this retention is the best approach in terms of service to the public and is not supported by calls to have fewer forces (HMICFRS, 2021 (a)). The researcher notes that there would be no senior officer salary saving from this model either. 

The case studies showed a number of positive examples of collaboration. Collaborative procurement examples are numerous and indicate a source of streamlined efficiency and financial savings for forces.  The research notes a specific example of the formation of Blue Light Commercial following the need to mass-procure personal protective equipment during the COVID-19 pandemic (Duckworth, 2021).  In the Welsh context, the three Southern forces in Wales have gone as far as having a collaborative commercial strategy in place  (Freeman, 2020).  The absence from NWP from this strategy is noted, but there is no discernible reason as to why they could not be added. 

Dale (2012) supports the findings of the research that examples of successful police collaboration are elusive. If we put calls for merging aside, even streamlining digital services in terms of police public contact would improve public confidence (Gargan, 2023).

The formation of Police Scotland resulted in reduced duplication, improved access to specialist services, and provided efficiency savings (Terpstra & Fyfe, 2015). Increased officer numbers per capita, crime reduction, and higher crime-solving rates have led to enhanced public trust. Audit Scotland's reports indicate ongoing overspending and the need for a financially sustainable model for policing, but it is still deemed as the appropriate and best model for Scotland over a decade on. 

Examples from Scotland show that increased officer numbers, crime reduction, and higher crime-solving rates have contributed to public trust reaching 87% (Auditor General for Scotland, 2019/20).  In considering a Welsh force, it would be important to consider whether this would result in the Scottish model of establishing a Policing Authority with a quorum of local authority members, the Greater Manchester Police or West Midlands model of mayors or else whether the current model of PCC’s to hold forces to account would be retained.  

All models will deliver public accountability and scrutiny, which is essential for maintaining trust in policing and so would be recommended for a Welsh force (Walsh & Vito, 2019) (College of Policing, 2020).

The case studies on collaboration show that it can yield significant benefits, such as shared resources, expertise, and improved service provision. However, it is important to critically assess the actual outcomes and impacts of collaborations, and the research shows that the absence of such robust centralised monitoring and optional nature of collaboration does little to encourage further collaboration. Evaluating whether these collaborations effectively address the identified challenges and deliver positive results is essential. It is also necessary to ensure that collaborative efforts do not perpetuate existing inequalities or bypass community input and representation.

In conclusion, while the reasons and triggers for police reform mentioned in the provided data are important, a critical analysis highlights the need for a balanced and comprehensive approach to reform. Policymakers and stakeholders must carefully consider potential unintended consequences, the impact on community trust, and the preservation of fundamental principles such as fairness, equity, and accountability throughout the reform process.



[bookmark: _Toc139053273]4.5 National versus local approach
Loveday argues that ‘there is no evidence that big forces perform better than small ones’ and ‘amalgamation would reduce police accountabilitiy and responsiveness by distancing force HQs from the communities they serve’ (2006, p.9).  

The debate between a national police force and maintaining local identities raises important questions about accountability and responsiveness, as is seen by reviewing public record and through Caless’ interviews of Chief Officers (Caless B. , 2011). While a national force might offer efficiency gains through centralised decision-making and resource allocation, it may risk detachment from local communities and their unique challenges. 

A balanced approach that combines national coordination with local autonomy and community involvement can ensure accountability and responsiveness. It is crucial to recognise that the policing needs of different areas can vary significantly and require tailored responses, for example the needs of rural Dolgellau in Mid-Wales compared to policing capital cities like Cardiff (Lewis et al., 2022).

The collaboration case studies show that local interests can sometimes take priority over national needs in collaborative efforts (Appendix E). This indicates a potential conflict of interest and suggests that political considerations or regional dynamics may influence decision-making processes, as was also seen in Scotland (Murray & Malik, 2019, p. 188). This may be a particular challenge in Wales where the Southern forces of Dyfed Powys, Gwent and SWP are collaborating on a much larger scale than NWP, with NWP forming more alliances with English Forces (Lewis et al., 2022). Balancing local concerns with the broader objectives of collaboration becomes crucial for achieving meaningful outcomes in reform (Ransley & Mazerolle, 2009).

With public concern being cited as the reason for not going forward with mergers, addressing public concerns and communicating the benefits of collaboration effectively can create a conducive environment for successful collaboration (BBC News, 2005(a)) , (BBC News, 2018 (a), (b) and (e)),(Michael, 2022).  

There are calls for better coordination, consistent standards, and back-office functions in collaborations, and you can argue that this would be better achieved through a mandated merger rather than continuing with a piecemeal approach to collaboration (Duckworth, 2021) (Gargan, 2023) (L'Hoiry, 2021) (HMICFRS, 2020 (a)).

Local accountability and community policing are crucial for building trust, promoting legitimacy, and addressing local concerns effectively. However, it is important to strike a balance between local autonomy and the need for consistent standards and practices. Overemphasis on local control without proper oversight and coordination may lead to inconsistencies in service delivery and accountability.



[bookmark: _Toc139053274]4.6 Governance and accountability
Devolution has facilitated a change in how policing interacts with Welsh Government, in addition to the Home Office (Flynn, Public Sector Management, 2012, p. 12). Strengthening governance structures and accountability mechanisms is vital for maintaining public trust and ensuring effective oversight of police forces (Caless & Tong, 2013). The research shows that implementing accountability measures should go beyond mere procedural compliance: it should encompass transparent and meaningful community engagement, independent oversight, and mechanisms for redress in case of misconduct. Striking the right balance between operational autonomy and accountability is crucial to prevent undue interference in day-to-day policing while upholding public confidence (Lewis, Faulkes, Vaughan, & Blakeman, 2022). Ten years on, PS have achieved this (Appendix C.1).  Whilst critics cite that one CC would be too remote from the people on the street, this has not been noted in the reviews of PS – with media and real-time access to news on phones, the people have more access to CC’s and their views and backgrounds than ever before (Michael, 2022) (Home, 2023).

Locally sympathetic governance, such as is provided by PCCs, the Scottish Police Authority and democratically elected Mayors are seen as important for community policing, as seen in the appendices. Local identities and community relationships are seen as valuable assets that should be preserved even in larger, more coordinated policing structures. There was no finding that this local policing cannot be delivered in a national context, with divisional commanders with the responsibility for local policing being built into the Scottish model, or in the Mayoral model for forces of a similar size to all police forces in Wales combined. 

The PEEL Reports, the Barber Review, HMICFRS and the College of Policing all call for reform for policing governance, larger forces and greater capability (HMICFRS, 2021 (a)).  It is difficult to maintain the benefits of four forces in Wales, particularly when you account for the support for policing in Wales from WG , for example PCSO funding or devolution of Health and Social Care legislative powers which impact so heavily on police demand (Dathan & Hamilton, 2023). There remains in NWP the challenge of those who are participating in the East-West collaboration and serious and organised crime, however there is no evidence that this could not continue in an all-Wales force, nor that this would be detrimental to the other anticipated benefits of reform. 



[bookmark: _Toc139053275]4.7 Triggers for reform: Finance, Politics, Technology and Modernisation
Historically, police failures have triggered constitutional review through the Home Office, for example the Bichard Enquiry.  Lord Bichards’ enquiry followed the death of Holly Wells and Jessica Chapman where police failed to share intelligence of relevant information relating to their killer and contributed the creation of the Police National Database (Bichard , 2004).  Other examples are the Macpherson Report into police handling of the murder investigation of Stephen Lawrence and the Sheehy report into police responsibilities (Macpherson, 1999), (Sheehy, 1993). Whilst improvements have been developed over time and as a result of development of systems such as PND and standardisation of training and standards through the College of Policing (COP), nonetheless, full-reaching cross force systems are not ubiquitous (College of Policing, 2023). 

More recently, the financial recession of 2008 and subsequent budgetary pressures have increased the need for police forces to cut costs. The literature review shows that limited resources and the need to make savings without compromising frontline policing quality are driving forces for reform.

Policing in the 21st century also faces challenges related to globalisation, cybercrime, and technology (Van Puyvelde & Brantly, 2021) (College of Policing, 2020). The research highlights the need for governance structures, citizen engagement, and policy development that can adapt to the changing landscape of crime and public expectations. 

Embracing technological advancements can enhance the capabilities of police forces and improve their effectiveness. However, it is important to ensure that technology is used ethically, with appropriate safeguards for privacy and civil liberties (Van Puyvelde & Brantly, 2021). Technological solutions should complement, not replace, human interaction and community-oriented policing (College of Policing, 2020). With the improved technical capabilities of forces, for example the use of video conferencing, the geographical area of Wales no longer forms a barrier for effective governance – leaders can be visible wherever they are based. 

In summary, the research shows that the involvement of political bodies in policing decisions can be both advantageous and challenging. Devolution allows for tailoring policing strategies to regional needs and priorities, for example through the COVID response as reviewed by Duckworth (2021). However, it also introduces the risk of politicisation, where police actions and priorities may be influenced by political considerations rather than evidence-based policing principles. Striking the right balance between political influence and operational independence is crucial for effective police reform.



[bookmark: _Toc139053276]4.8 Challenges and barriers
Recognising and addressing the challenges and barriers to police force reform and collaboration is essential for successful implementation. Stakeholder resistance, organisational culture, and conflicting priorities can impede progress (Walsh & Vito, 2019). Efforts should be made to foster a culture of innovation, promote open dialogue, and involve diverse perspectives in decision-making processes. Mitigating the challenges requires a comprehensive understanding of the context and active engagement of all stakeholders, including community members, in shaping reform initiatives.

Challenges in mergers and collaborations have been found to include the initial lack of necessary skills within teams (Appendix C). This highlights the importance of careful planning and skill development to ensure successful collaborations. The significant costs incurred for preparatory work in failed mergers underscore the potential risks and financial implications of unsuccessful collaboration attempts (BBC News, 2019 (a)). Collaboration can face challenges related to perceived inequality of benefits and resistance from stakeholders (BBC News, 2005(a)) (BBC News, 2019 (a)) (BBC News, 2018 (b)).

Change is often accompanied by uncertainty and unforeseen challenges. Leaders should encourage a learning mindset and embrace feedback and lessons learned along the way (Chapter 2.7). They should be adaptable and willing to make adjustments to the change strategy based on new information and changing circumstances.

Loveday quotes the Association of Police Officers and their predictions of the cost of force restructure in England and Wales at ‘somewhere between £430million and £520million including all start-up costs, IT and police precept equalization’, although there is not a reference to any savings and so this would be an obvious area of work when looking at a case for reform (2006, p20). 

Skogan (2008, p.24) notes the barriers to reform being the lack of clear-cut performance measures, coupled with the differing demands from communities.  Internally, mid-level managers can block any perceptions to remove their authority or a lack of trust from any desire to track and record police actions (Skogan, 2008) (Walsh & Vito, 2019). Typically, reforms fail when officers are not consulted or engaged in the process, or when they’re illogical, for example narcotics officers paid to undertake community work when they need to protect their anonymity and therefore you can see resistance from specialised units (Skogan, 2008, p. 27).   Skogan also notes that it is essential to understand from inception what success would look like at the end of reform, and to link in with partner agencies which may be affected (2008, p31). This is reflected in the case study reviews in the appendices. 

The identified barriers to reform, including costs, governance arrangements, and resistance to change are significant challenges that must be addressed. However, it is essential to consider these barriers as opportunities for dialogue, engagement, and inclusivity. Stakeholders' concerns should be addressed transparently, and efforts should be made to involve diverse perspectives, including those of community members, frontline officers, and civil society organisations. The research here seems to be consistent and therefore can be a good template for change. 



[bookmark: _Toc139053277]4.9 Change Management and Leadership 
The research indicates that the success of collaborations is closely tied to the acceptance and support of staff involved. Running a consultation process and involving all stakeholders from the outset can help address concerns, build trust, and ensure collaboration is designed to meet the needs of those involved. Failing to engage staff adequately may result in resistance, inefficiencies, and the potential failure of collaborative initiatives (Walsh & Vito, 2019) (Roe, 2020).   The nature of a reform process where a third party outside of your organisation does present a challenge to leaders who will be implementing this change, therefore the information found in the literature review which supports a strong leadership approach including involvement and communication would be a beneficial approach for police leaders. 

The research shows consistently that a leader must have a clear vision of the desired future state and communicate it effectively to all stakeholders (Roe, 2020).  Leaders should clear ‘pathways for moving forward’ (Thompson, 2015, p. 145). This helps create a shared understanding of the purpose and direction of the change, ensuring everyone is aligned and motivated to support the change effort.  The literature review shows that leaders play a critical role in change management by providing direction, inspiration, and guidance throughout the process. Whilst the literature review highlights what leaders must do, it should be taken in the context that this will then inspire employees to be involved in delivering the change and not act as ‘street level bureaucrats’  who do not deliver the vision (Kuelemans & Groeneveld, 2020).

The research showed that communication is vital throughout the change process. Clear and consistent messaging helps manage resistance and uncertainty, fostering a positive change culture (Roe, 2020) (Beerel, 2010).

While short-term wins are important, leaders must also consider the long-term impact of changes on the organisation. They should ensure that the changes align with the overall strategy, culture, and values of the organisation. This involves embedding the changes into the organisational structure, processes, and systems, creating lasting and sustainable results.  The case study of PS represents what happens where a long term plan is not fully in place when you commence a change management programme: it is well documented that there were challenges, and when compared to the programme for reform and timeline it is to be anticipated with a scale of change of that size.  

Leaders foster a learning mindset, adapting strategies based on feedback and lessons learned. They ensure long-term alignment by embedding changes in the organisation's structure, processes, and systems. Employee support and development are prioritised, providing training, resources, and recognition to facilitate adaptation.

By adhering to the principles emerging in the literature review, leaders can find tools to navigate the complexities of strategic change management. They guide organisations through short-term disruptions while ensuring that changes have a positive and lasting impact on the organisation's strategy, culture, and overall performance.

Not following the key principles of strategic change management can have detrimental effects on both the organisation and its employees. These consequences include resistance and a lack of alignment, poor employee engagement and productivity, increased uncertainty and anxiety, failed change initiatives, inefficient processes and systems, missed opportunities, and a competitive disadvantage. It is essential for leaders to adhere to these principles to avoid these negative outcomes and foster successful and sustainable change.



[bookmark: _Toc139053278]4.10 Summary
The research indicates the need for reform in policing due to the changing nature of crime and evolving societal expectations. It suggests that reform should be approached holistically, taking into account efficiency gains, fairness, equity, and community trust. Simply reducing force numbers or standardising performance metrics may not address underlying issues such as systemic biases, lack of diversity, and community disengagement.

Collaborations were found to face difficulties and are not consistent, nor consistently successful, with inconsistencies, lack of direction, and financial models hindering efforts. Standardised processes, strong leadership, and balancing local interests with national needs are crucial for meaningful collaboration. Under-resourcing and limited access to resources also hamper the effectiveness of collaborative units.

The challenges in mergers and collaborations include skills gaps and high costs, requiring careful planning and skill development. Lack of public support and opposition has been touted as a barrier for collaboration, however the author has found no evidence that the public are consulted on collaborations and therefore consideration must be paid as to whether this is fact or perception.  Notwithstanding: all collaboration should emphasise the importance of engaging and communicating effectively with the public. Governance and structure need improvement to facilitate information sharing and decision-making. Staff acceptance and consultation are vital.

More detailed examination of successful national collaborations would be beneficial to understand scalable approaches and the recommendation from HMICFRS to hold a central repository of collaborations, including performance data is supported

The research found that leaders should be encouraged to actively support and develop their employees during the change process. This includes providing training, resources, and support to address concerns and anxieties, and recognising and rewarding efforts. By investing in employee development, leaders can create a motivated and capable workforce to drive the organisation forward.

The complex nature of police reform is acknowledged, with various factors influencing the need for change. The potential consequences and challenges of large-scale restructuring, such as the were found during the formation of Police Scotland, are also noted. Measuring effectiveness solely based on crime reduction rates may not capture the broader aspects of public safety and community well-being, therefore establishing clear objectives and acceptance that change cannot be rush was found as a common theme in the research.



[bookmark: _Toc139053279]Chapter 5 – Conclusions and Recommendations
[bookmark: _Toc139053280]5.1 Introduction
The overall aim of this research was to identify any benefits or disbenefits of Wales merging the four existing forces to become one.  

The specific objectives were:

1 Understand policing and justice in the devolved administrations of Northern Ireland, Scotland and Wales as a conduit for police reform. 
2 Review existing police mergers, including understanding success and failures of strategic alliances/mergers in England and exploring the impact of the formation of Police Scotland in 2013.
3 Analyse existing collaborative arrangements in policing in Wales in order to identify good/bad practice.
4 Discern key stakeholder views via documentary evidence to understand any barriers to delivery.
5 Identify legislative and/or governance issues which could support or prevent the formation of one police force.
6 Identify strategic and operational benefits/disbenefits that could result from a merge of the four police forces in Wales.

This section will review the above objectives and summarise the findings of the study, making recommendations where appropriate. The contribution of this research to senior leaders will be clarified.  



[bookmark: _Toc139053281]Research objectives: summary of findings and conclusions
[bookmark: _Toc139053282]5.2 Research Objective 1: Review PSNI and Police Scotland and identify lessons for Wales
[bookmark: _Toc139053283]5.2.1 Summary
Police Scotland in and PSNI both form analogous scenarios to Wales.  The research found that with justice and policing devolved, the formation of national forces has been delivered.  Both forces fare well in public confidence.  The formation of Police Scotland in particular was more relevant to review as it would apply in Wales, due to the complex political situation in Northern Ireland.  Police Scotland was delivered at great pace, which did not allow for a structured plan and resulted, almost inevitably, in a great number of challenges including failed IT projects, over-spending and civilian staff losses.  Overall, after a decade the change has proved beneficial to Scottish people by forming a clear link to Scottish Government and having public accountability through the Scottish Police Authority. Ultimately, although the change was somewhat painful at inception, it nonetheless achieved full unity quicker than piecemeal approaches to collaboration.  
[bookmark: _Toc139053284]5.2.2 Conclusion 
Any change in organisation presents challenge and meets with resistance.  Pitching the correct pace of change is critical and must be fully planned and include stakeholder and staff consultation in order to be successful.  A wholesale decision to change means that the resources to deliver it are put in place rather than being allocated ad-hoc. 



[bookmark: _Toc139053285]5.3 Research Objective 2: Case study of other police alliances and mergers
[bookmark: _Toc139053286]5.3.1 Summary
Aside from the Netherlands, there were few examples of other complete mergers of forces.  Attempts or recommendations to merge or form strategic alliances have been quashed or rejected, but the research did not identify any barriers to mergers.  Therefore, the case studies reviewed were primarily focused on collaborations. Collaborative efforts were found to be inconsistent in approach, lacking in cohesion and appropriate performance measures and were limited to neighbouring forces.  Forces opted out or else ended collaborations in some cases which underlines that they are not mandatory nor consistent.    Failed collaborations cost forces time and effort.  Whilst most forces collaborate with neighbouring forces, there has not been any research post COVID to review for moving outside of this geographical model. 

Despite the lack of cohesion, there were many sound examples of collaboration, with specialisms and back-office functions such as legal services most common.   These collaborations are found to improve efficiency, save money, reduce bureaucracy, and make forces more effective. 

[bookmark: _Toc139053287]5.3.2 Conclusion
A formal process of target setting and monitoring would improve collaborative efforts, secure more support for them by helping forces and central government realise the benefits of collaboration more clearly.  Further direction from agencies such as HMICFRS which recommend further shared learning and a central repository to understand scale and benefits of collaboration would be a large step forward in making benefits of collaboration clearer for forces. 



[bookmark: _Toc139053288]5.4 Research Objective 3: Review existing collaboration in Wales and identify good/bad practice
[bookmark: _Toc139053289]5.4.1 Summary
Wales was found to have good collaborative intentions, and an ACC dedicated to all Wales collaboration and support from a well-established Police Liaison Unit in Government.  The legislative structure and relationship between Welsh Government and the police was strong.  North Wales Police collaborate with England more frequently than Wales, due to the borders and trajectory of criminality in and out of force.  There was no reason found as to why, for other functions such as procurement, that this could not be delivered on an all-Wales basis, and an all-Wales force could continue to collaborate with English forces. 
[bookmark: _Toc139053290]5.4.2 Conclusion
There is good collaboration in Wales, but benefits could be better illustrated to support further efforts and expand on existing collaboration for financial benefits and for a holistic approach for the whole country. 


[bookmark: _Toc139053291]5.5 Research Objective 4: Consider Stakeholder Views
[bookmark: _Toc139053292]5.5.1 Summary
Opinions are divided on police mergers, with strong advocates in the for and anti camps.  Overall, the research did not uncover any reason not to merge, other than concern of reform which is brought in without proper planning and consideration.  The advocates for reform note the back-office benefits and cost savings to be delivered through merging.   There is a case to be made for national identity.  Advocates note the ability to deliver local policing in-force and use national agencies to deal with other issues and emerging threats due to the modern crime profile. 

Most of the arguments against delivering a national force relate to a perceived inability to deliver local policing.  This is something that can and should be built into any plan for reform. 
[bookmark: _Toc139053293]5.5.2 Conclusion
The researcher does not diminish the complexity of devising and delivering any plan for change on this scale, nor the potential to affect staff at all ranks.  However, the research did not present arguments against reform that cannot be addressed through appropriate leadership. 



[bookmark: _Toc139053294]5.6 Research Objective 5: Identify legislative and/or governance issues which could support or prevent the formation of one police force.
[bookmark: _Toc139053295]5.6.1 Summary
Ultimately, it will be a political decision to reform policing in Wales by supporting or mandating an all-Wales force.  Whilst the Conservative party, who are the ruling party at the time of this research, are not supportive of this proposal, a change in government would change this.  The English mayoral model for larger forces could easily be scaled to Wales.  The Thomas Commission on Justice paves the way for justice to be devolved to Wales, with policing likely to follow if the model of Northern Ireland and Scotland is applied.  As such, whilst there are further devolved powers and a political decision required, nonetheless there is no prohibition on forming one force.  

The Welsh constitution and the demand created by other devolved areas such as health and social care on policing means that an alignment of policing would be the next natural step.
[bookmark: _Toc139053296]5.6.2 Conclusion
Changes to devolved powers are necessary to deliver one force for Wales.  One Welsh force would be of a similar size to comparably sized English forces run by Mayors and could either operate this model, or with one PCC and one Chief Constable. 


[bookmark: _Toc139053297]5.7 Research Objective 6: Identify strategic and operational benefits/disbenefits that could result from a merge of the four police forces in Wales.
[bookmark: _Toc139053298]5.7.1 Summary
The experience of Scotland showed there were difficulties and challenges in the formation of a national force.  The pace of change was rapid and resulted in civilian staff redundancies.  The failure to fully merge systems and infrastructure was inevitably costly, both in times and effort.  

Significant planning and oversight should be inbuilt to any reform programme irrespective of scale or change.  More than a decade after formation, Police Scotland is performing well and delivering locally but is still continuing the change programme, albeit this is more stable than at the start of the reform programme.  

The benefits realised would include cohesive strategy alignment and prioritisation of resources where needed. It will provide further efficiencies and cost reduction through economies of scale by optimising administrative functions and improved use of assets.  Mergers typically result in reduced bureaucracy and allow proportionate access to specialised services. It offers the public enhanced accountability and consistent governance which will be better placed to deliver on recommendations from national agencies such as College of Policing and HMICFRS. Reducing the number of senior officers will allow for greater cohesion in terms of public service delivery and streamlined decision making processes. 

By having one force, it would allow for enhanced transparency to be built in and foster an environment of continuous improvement processes.  

As a word of caution, reform delivered badly will cost the public money and result in a drop in standards of service.  Therefore, a robust change plan tailored to the goals defined at the outset is essential. 



[bookmark: _Toc139053299]5.7.2 Conclusion
Merging organisations can streamline operations, eliminate duplication, and achieve economies of scale, resulting in improved efficiency and cost savings. Consolidation can eliminate gaps and overlaps in services, leading to better coordination and a more seamless experience for the public.  It clarifies lines of authority, improves decision-making, and strengthens oversight mechanisms, leading to better governance and resource utilisation.

Merged organisations foster a culture of collaboration and innovation, enabling agencies to respond effectively to changing circumstances and emerging challenges.



[bookmark: _Toc139053300]5.8 Recommendations  
These recommendations should be considered that they are based on the findings of the research in this examination only.  Whilst the researcher has approached the research with a view to seek a cohesive review of all available information, there may be some not available for this study which would contravene these recommendations. 

1. A fully costed, long term (ten-year) business plan that would outline full cost and service implications of formation of a Welsh police service be commissioned by Welsh Government, the four Police and Crime Commissioners and Chief Constables in Wales. This plan should allow for sufficient time be built in to create a viable strategic change and allow for full staff engagement. This plan should be delivered by police staff of government in order to be free from influence from Officers who may be affected by the changes.  This would allow for informed decision making and form a platform to support or oppose any proposed changes.

2. Collaboration in Wales should be prioritised on an all-Wales basis, with full benefits and performance reporting and analysis being inbuilt into collaborative efforts.  Existing collaborations should be expanded to be all-Wales to prepare for an all-Wales force, or else to support the benefits of operating on a collaborative basis.   Collaborations allow shared access to services and reduce costs for the public and so will be widely beneficial for forces in Wales.   The supportive framework within PLU would support this approach. 

3. Wales forces should engage with HMICFRS to understand and implement recommendations for expanding collaboration efforts and performance reporting identified in “the Hard Yards” and support the creation of a central knowledge hub for collaboration and learning lessons.  This would allow for a better understanding of the benefits of existing collaboration or else future development opportunities for further collaboration.

4. Devolution of policing and justice to Wales be supported, irrespective of whether this leads to the formation of a Welsh force.   This supports the legislative framework under devolution and will ensure that criminal justice is better served. 
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All 43 forces in England and Wales collaborate to tackle modern slavery (Metcalfe, 2023), with other national agencies such as NPCC, ACRO Criminal Records Office, National Ballistics Service (NABIS),  National Vehicle Crime Intelligence Service (NAVCIS), the National Wildlife Crime Unit (NWCU) and the National Police Freedom of Information and Data Protection Unit (NPFDU) also delivering nationally. National Police Air Service provide air support for all forces in England and Wales, governed by a National Strategic Board comprising a Chief Officers and PCC, a representative of the HS and a Police Aviation business area lead  (National Police Air Service (NPAS), 2023).

There are centralised policing functions through the British Transport Police, Ministry of Defence Police and the Civil and Nuclear Constabulary (Bowling, Reiner, & Sheptycki, 2020, p. 192)

The digital age presents both opportunities and challenges for policing. While embracing technology and AI can enhance crime prevention and investigation capabilities, there are concerns about privacy, data security, and the potential for biased algorithmic decision-making. Additionally, the use of technology should be complemented with effective training, ensuring that officers are equipped with the necessary skills to navigate the digital landscape while maintaining a human-centric and community-oriented approach (College of Policing, 2020).
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Taken from the Memorandum of Understanding on Collaboration from PCC Dafydd Llywelyn page on Collaboration (Llywelyn, 2014)
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Appendix C – Police Scotland and PSNI 
[bookmark: _C.1_Police_Scotland][bookmark: _Toc139053306]C.1 Police Scotland
The original eight force structure in Scotland was said not to fit the needs of the public: financial austerity and a need to provide better coordination drove the political parties of the day to view reform of policing as essential (Henry et al., 2019, p. 577), (Fyfe et al., 2021) (Donnelly & Scott, 2006).  Fyfe et al. (2021) also note that there were concerns about nationalising the force by changing the dynamic between the first Chief Constable (CC) and the government (p3).  Scottish ministers argued that a national force would provide more equal access to specialist services and clear public accountability (Fyfe & Terpstra, 2019, p. 103).

The Police and Fire Reform (Scotland) Act  (PFRSA) was passed in 2012 to deliver the national Police Service of Scotland.  Scott ((1), 2013) notes that the 2012 PFRSA moved to define a more representative role of constables including the ethical values of ‘fairness, integrity, diligence and impartiality’ and to recognise the modern way of partnership working (p135).  The change continued to espouse the operational independence of the Chief Constable (CC) and their responsibility for setting out the strategic objectives for the force, including delivery of a culture of continued performance improvement (Scott(1), 2013, p137). 

The governance changes also established the Scottish Police Authority (SPA) whose responsibilities include holding the Chief Constable to account.  The SPA role is aligned to Police and Crime Commissioners (PCCs) in England and Wales, who have  the same authority under the 2011 Police Reform and Social Responsibility Act (PRSRA).  Unlike the PCCs, the Chair of the SPA is appointed by Scottish  Ministers (Scott (1), 2013, p. 137) and the authority is comprised of a minimum of 10 and maximum of 14 members and includes local councillors, who would provide a body to deliver local accountability and scrutiny.  

In discussing the legislative framework, Scott ((1) 2013) notes that there is a provision made in the statute mandating arrangements for local policing via a commander being identified in each of the 32 local council areas, placing an obligation on them to work toether with to identify local priorities.  It also allows the police to report on their performance to deliver against these priorities. 

The formation of PS was not without its’ challenges in the early years.  The Scottish Government protected officer numbers as part of the reform which meant that savings were necessary and achieved by the closure of front desks and redundancies of civilian staff (Fyfe & Terpstra, 2019).  As Dickie Mure wrote in the Financial Times (2018), there was criticism of the leadership style and public perception of nationalisation at the expense of the local. In discussion with officers regarding their perceptions (p15), Fyfe et al.. (2021) note that frontline staff complained of a lack of communication from central management, noticed diminishing resources and the subsequent impact on the communities they served, and that access to promotion was limited due to the divisional and national role definitions. 

Fyfe et al.. (2021) also note that the appointment of the first CC of PS in particular was a matter of concern as he was a former Chief of Strathclyde. As the first CC of PS, there was a perception that the policing methods and prioritisation style was ‘Strathclydation’ and did not take into account the organisational culture and practices of the other seven forces in the merger.  Fyfe et al.. (2021) continue to note that officer feedback was that there was better access to national services as a result of the merge, but that officers felt that officers with national roles lacked local knowledge, particularly in more remote areas. 

Loveday (2018) was critical of the governance arrangements and oversight from the SPA which he claimed did not take into account any local delivery or accountability from elected representatives, contrary to its’ mandate as noted above.  

The 2013 Act was not the end to reform, with a need to review the impact on policing and run a continuous improvement process, with additional organisational levels (other than national) added post reform (Fyfe & Terpstra, 2019, p. 102).    This signified that the reform itself did not deliver a wholesale change in working and effective governance from the outset, and instead took time to achieve.

It is critical to understand whether the formation of PS achieved the financial savings touted as a benefit of reform, as this would form future decision making for other forces considering mergers. Audit Scotland were still reporting in 2019/20 that there is still not a financially sustainable model for policing, with overspends still occuring (Auditor General for Scotland, 2019/20, p. 5).  Scott ((1), 2013, p135) cited anticipatory savings of merging at £1.7bn over 15 years, with Fyfe & Terpstra (2019) citing this at 10% of annual budgets.  

If we look at the pace of change in Scotland, with decision to merge and implementation delivered in a relatively short timescale, it is no wonder that there were challenges.  The first CC Sir Stephen House was appointed on 1st October 2012, which could be argued does not offer significant time to deliver a well structured plan or the appropriate leadership strategy to deliver this scale of change.  Mr House was criticised roundly for his leadership and significant issues within the force, which critics say was due to the change being ‘rammed through’ (Gourtsoyannis, 2015). Indeed, the SPA itself was not without controversy, with its’ head stepping down in 2017 amidst allegations of bullying (Macdonell, 2017). 

Whilst, a decade on, the formation of one force can be seen to have delivered a positive outcome for Scotland, how it was implemented is something that should be learned from. 

[bookmark: _Toc139053307]C.2 Northern Ireland 
The ‘Patten Report’ was the driver for recommending change and public accountability in policing through ‘District Partnership Boards’ (A New Beginning, 1999, p.168).  This led to the formation of PSNI in 2001 and finally the devolution of policing and justice to the Northern Ireland Assembly in 2010.

The Committee on the Administration of Justice in Northern Ireland noted that to implement such reform would require reform of ‘ideology, mindset, culture, practices and even personnel across the system’ (Committee on the Administration of Justice, 2009, p. 30).   This recognition shows an acknowledgement of the wholesale nature of change. 

The intention behind reform was to contribute to bringing peace to Northern Ireland following the Good Friday Agreement in 1998 and seems to have been effective in retaining public confidence, with the majority of people in Northern Ireland having confidence in PSNI (Perry, 2011).

Perry (2011) notes from the International Monitoring Commission that devolution of policing and justice meant that the entirety of Criminal Justice is now ‘owned by and accountable to the people of Northern Ireland’.  

Progress towards reform was over a longer period than for Scotland, which could be attributed to the complex nature of wholesale organisational change in Northern Ireland (Perry, 2011, p. 169), or could indicate the understanding that it takes time to deliver such significant organisational change.  It’s notable that by 2005, some six years after the Patten report, only two-thirds of the recommendations had been implemented, indicating that the reform was not implemented with haste (Perry, 2011, p. 169).  This is likely due to the complex political issues in Northern Ireland at the time. 

Overall, both the experience of PS and PSNI show that a devolved police force can deliver.

The formation of Scottish Parliament and Scottish Government (SG) in 1999 conferred further devolution powers to Scotland, and in particular the creation of a Justice Minister and Justice Committee is said by Scott (2011) to have had a ‘considerable’ impact on policing and the calls for reform.  The formation of Police Scotland (PS) and the Police Service of Northern Ireland (PSNI) marked a significant shift in the policing landscape of the United Kingdom by forming two large forces aligned with devolved nations, with PS being the largest in the United Kingdom (Murray & Malik, 2019). 

Prior to devolution, segregation existed between policing and politics with the vast geographical separation from British Parliament in London meaning Scottish policing in its own right had a low profile in the national context (Scott, 2011, p. 123). 

One of the issues in Scotland that contributed to the discussions on the needs for reform was the imbalance in force size. Strathclyde Police had over half of the police establishment, with commanders of an operational level having 1,000 staff under their command, the rural forces had around that number in their total establishment, providing a significant variation in force structures (Donnelly & Scott, 2006, p. 299). 

In March 2022, the Barber Report called for further police mergers in England and Wales which prompted the SPA and PS to review the effectiveness of the formation of PS (Strategic Review of Policing, 2022).  The Scottish policing authorities noted that the formation of one force reduced duplication and improved access to specialist services, achieving efficiency savings of £200 million.  PS also has a third more officer numbers per capita than in England and Wales, crime has reduced and more crimes have been solved and, significantly, public trust is at 87% (Strategic Review of Policing, 2022, p. 2).   Whilst the report deems the force a success, it does note that the change process was challenging ‘complex and disruptive’ and ‘at times overwhelming’ (Strategic Review of Policing, 2022, p. 4).  Overall it concludes that wholesale merge, rather than a reduction in the number of forces was the correct option.



In PSNI, the Patten Agreement set out a principle of proportional representation of Catholics and in seeking to remove elements of ‘Britishness’ from the force. This went to the heart of delivering a police service that the public were engaged with and were ‘at the core’ of police-community relationships (Perry, 2011, p. 1668). As Ellison & O’Rawe state forthrightly: community safety issues and policing are intrinsically linked (2010, p,12). 
[bookmark: _Toc139053308]
C.3 Views on Mergers

Views on mergers from within the police itself are not consistent.  Bryn Caless (2011) interviewed several Chief Constables (CC) on their perception of a national force and found a lack of consensus.  The arguments against forming a national force included a loss of autonomy, a fear of political control or attempt to exert dominance for political gain and cite the lack of a strong example of a national force elsewhere being absent.  

Those supportive of reform compared it to the Army: a ‘national force deployed through a regional structure’ which would provide a consistency of approach and allow for localised identities whilst being large enough to ‘see off any attempts at political control’ (Caless B., 2011, p. 196). One CC interviewed, who was anti a national police force, did offer that a force of ‘between 7,500 and 12,000 seens about right: small enough to care and big enough to cope’ (Caless B. , 2011, p. 201).  As of 2022, there were 7,589 officers in Wales, which would fit into an appropriate force size according to this officer and correlates to the size of Greater Manchester Police (7,388) and West Midlands Police (7,579) (Home Office, 2022). 

The matter of merging forces continues to be divisive, and never wholly removed from public debate, with the Police Superintendent Associations President Irene Curtis calling for mergers to reduce the number of PCCs and CCs in 2014, including reducing the number of Welsh forces to two (Loeb, 2014) (BBC News, 2014 (b)) (BBC News, 2014 (c)).  This was rejected by the Home Secretary Theresa May, on the grounds that it would remove local identity and accountability and was unneccesary.  Mrs May noted forces were demonstrating efficiency savings without the mergers, although she did agree to consider any merger plans put forward (Loeb, 2014).

PCC Alun Michael of South Wales Police (SWP) has been PCC since 2012, and the only blog on his website relates to the ‘Potential folly of a single police force [Wales]’ (Michael, The potential folly of a single police force [Wales], 2022), which might infer a strength of feeling on this specific topic. Mr Michael (2022) indicates his support of devolution of policing and justice to Wales, but is not in favour of this extending to a Welsh Police force.  He argues this on the grounds that policing must be true to its roots of localism, and a CC of a force should be aware of, and accountable to the communities it serves. 

Mr Michael refers to HMICFRS Chief Inspector of Constabulary Sir Tom Windsor and his calls for collaboration cross forces rather than merges.  Sir Tom references ‘Collaboration without borders’ for ICT for example and states that policing border lines for flow of information and intelligence should be ‘dissolved to nothing’ (Toner, 2017). 

In his inspection of forces in 2009, Winsor notes that  ‘the lines on the map that delineate force boundaries act as barriers to the exchange of intelligence, to co-operation, and to true effectiveness and efficiency’ and calls the 43 force structure formed in the 1960’s unfit for purpose in a modern age (HMICFRS, 2020 (b), p. 35).  

L'Hoiry discusses the expansion of collaboration in response to alleviate the budgetary pressures brought on by austerity across force units as a ‘complex problem’ which is ‘persistently elusive’ (2021, p. 1095).  The election of PCCs in particular adds an interesting dynamic in that it may limit willingness to commit to certain resources, and provides another example where change is blocked by a perception or fear that local services, desired by local people, will be lost (L'Hoiry, 2021, p. 1101). 

A complex problem should not be seen as impossible though, by engaging and communicating effectively, delivering at a reasonable pace, and ensuring benefits are realised and communicated at all relevant stages, including celebrating small victories to share benefits and engender a belief that change can be achieved (L'Hoiry, 2021).

According to Williams & Paterson (2021), reform in policing in the West is impeded by the fact that it is ‘conceptually vague’ (p.1566) and incontrovertibly tied to the political sphere it sits in. They emphasise the need to differentiate between policing as applicable to maintain and, if necessary, uphold, the societal norms and values and the ‘state-orientated functions of the police’ in order to facilitate meaningful reform (Williams & Paterson, 2021, p. 1572).

In summary, there are strong views against reform, but the formation of a Welsh force should not be considered as insurmountable or without value.  With clear strategic direction, strong leadership and shared goals, it could deliver an effective service. 

[bookmark: _Appendix_D_–_2][bookmark: _Toc139053309]Appendix D – Charles Clarke and ‘Closing the Gap’
In 2005, ‘Closing the gap’ reccomended a structure as in figure XX, with regional and national policing being seperate (HMICFRS, 2005).  This called for the then Home Secretaty, Charles Clarke, to call for a number of police force mergers, including recommending one Welsh force Figure: XX. HMICFRS and Loveday’s proposed model of national policing

(BBC News, 2006 (b)) (Travis, 2006).  This call for one Welsh force was met with opposition from police unions, including the Association of Police Authorities (APA), who stated that the timescales proposed for reform were unrealistic and were being delivered with insufficient consultation, meaning not one of the forces met the deadline for merger plans (BBC News, 2005(a)). 

Critics noted the change could have been mandated by the Home Secretary using legislative powers under section 23(5) of the Police Act 1996 to compel collaboration rather than through mergers. Given the opportunity to present their choices on collaboration, eight forces refused to change - citing ‘remain alone’ as their preferred option (Brain, 2010, p. 366).  This, coupled with the real costs of mergers not being released by the Home Office, with police estimates at £0.5billion, did not provide clarity on what would be achieved which undoubtedly provided strong grounds to resist a merge (Brain, 2010, p. 367). Ultimately, the plan to force police force mergers, and Mr Clarke’s plan to legislate to ensure they occurred, was halted, partly due to perceived inequalitied from council tax contributions and service from forces (i.e. local people may pay for policing outside of their region) and also due to a change in permanent secretary in the Home Office who did not wish to progress at the same pace as previously (Travis, 2006) (Brain, 2010). 

From this experience, it can be deduced that forces, if given the option, are not likely to merge voluntarily, and were hesistant to engage in collaboration with other forces.

Whilst the report was pivotal in raising the topic of police reform, which is ongoing to this day, Loveday (2006) is dismissive of what he states is a lack of thorough analysis in Closing the Gap.  Loveday (2006) noted that the report does not consider collaboration or efficiency changes to working practices as an alternative to amalgamation and alleges that senior officers would seek to support mergers for career advancement over improvements to force performance. He states that larger regional forces would not be able to serve the local, instead proposing a ‘three-tier policing system’ (2006, p.33) as depicted in figure XX.  In closing, Loveday leaves no absence of doubt in relation to the proposed mergers tabled by the then Home Secretary Charles Clarke:

The advantages of merged ‘superforces’ are so doubtful,and their drawbacks so obvious, that it is hard to see why the Home Secretary has thrown his weight behind the scheme with such enthusiasm. The better – and incidentally more popular – course would be to allow forces to collaborate on specialist services where necessary, and to bolster local policing by creating genuine accountability – not simply consultation mechanisms – at the local authority level. His resources and political capital thus freed up, he could then turn his attention to the hard, but much more rewarding, task of making English and Welsh police more productive and professional.

(Loveday, 2006, p. 34)

It should be noted that this position is somewhat dated, and the subsequent professionalisation of policing through standardised practice in the College of Policing for example, or increased collaboration, now puts police standardisation further along.  Notwithstanding, there are still significant calls to increase police force sizes to be better equipped to deliver modern challenges (Strategic Review of Policing, 2022) (Home Affairs Select Committee, 2018) (College of Policing, 2020) (Andrews, 2022) (BBC News, 2014 (b)) (Crawford & Cunningham, Working in Partnership - The Challenges of Working across Organizational Boundaries, Cultures, and Practices, 2015) (Edwards & Skidmore, 2006)
Debates around nationalisation of forces have been largely replaced by discussions of increased collaboration (Bowling et al., 2020, p. 205).  There are several reports on police reform in recent years which makes the topic, and likelihood of impending change, a live issue for policing. 


[bookmark: _Appendix_D_–_1][bookmark: _Toc139053310]Appendix E – Case Studies of Collaboration in England and Wales
In 2018, a Home Affairs Select Committee reviewing ‘Policing for the future’ noted that the 43-force structure should be reformed.  It also noted that there was progress in shared capabilities being developed such as to tackle serious and organised crime (Home Affairs Select Committee, 2018). 
[bookmark: _C.1_Regional_Organised][bookmark: _Toc139053311]E.1 Regional Organised Crime Units
The most common and consistent alliances are in the form of Regional Organised Crime Units (ROCU) which provide specialist capabilities to deal with Serious and Organised Crime (SOC).  There are nine ROCU across England and Wales serving between one and seven forces (HMICFRS, 2021 (b)). The ROCU network was subject to an inspection in 2021, which found that there were inconsistencies and a lack of centralised direction and financial model, all working with ‘many disparate IT systems’ (HMICFRS, 2021 (b)).  Whilst the report does highlight some good work, overall, it is a concerning prospect that units are not structured or governed sufficiently, specifically:
· They lack structure to be able to share good practice, 
· inter-organisational intelligence is not shared, or 
· local interests can be prioritised over national need and are under-resourced having no ability to call on force resources (HMICFRS, 2021 (b)). 

In terms of ROCU in Wales, South Wales, Gwent and Dyfed Powys police form one (TARIAN), with North Wales being in a North West alliance five English forces to form TITAN.  

Image on next page taken from inspection report from HMICFRS (2021)
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[bookmark: _C.2_Devon_and][bookmark: _E.2_Devon_and][bookmark: _Toc139053312]E.2 Devon and Cornwall and Dorset Police Strategic Alliance
Regarding Devon and Cornwall, a strategic alliance was created with Dorset police in 2015 which formalised arrangements to share resources whilst still retaining their separate identities.  One of the drivers for change was the common goals to reduce costs, improve efficiency and resilience and tackle new and emerging threats.  An alliance allowed each force to retain its’ own strategic leadership team through chief officer groups.  The alliance allowed for a sharing of directors of people (human resources) and legal teams and the value of combined annual savings target as a result of working together is £12million from a combined budget in excess of £394million (Dorset Police, 2023).  Plans to fully implement a merger of the forces were halted by the PCC Alison Hernandez’s refusal to submit the case to the Home Office despite support from the two CC’s and the Dorset PCC Martyn Underhill in favour of the merge citing a potential 430 officers to be recruited from the savings (BBC News, 2018 (c)).  The cost of the failed merger came at a cost of £250,000 for the preparatory work (BBC News, 2019 (a)). Ms Hernandez cited disproportional service provision for cost of police precept as a main reason for pausing the reform, along with a lack of support from the public (BBC News, 2018 (c))

[bookmark: _Toc139053313]E.3 Durham, Cleveland and North Yorkshire EVOLVE collaboration
When reviewing the details of collaboration from Durhams’ PCC (Allen, 2023), it is noted that there are varying forces across inconsistent boundaries with whom collaborations are formed. Cleveland, North Yorkshire and Durham have formed EVOLVE, a tri-force collaborative agreement, which primarily indicates shared legal services and a major investigation team (Metcalfe, 2023).  There are inconsistencies though, with smaller collaborations between Durham and Cleveland in their fingerprint bureau, or a larger collaboration between Durham, Cleveland, Humberside, Northumbria, North Yorkshire, South Yorkshire and West Yorkshire for counter terrorism (Allen, 2023).  There have been no new collaborations since 2020. 

[bookmark: _Toc139053314]E.4 East Midlands collaboration
In East Midlands, one of the areas which was heralded to merge five existing forces[footnoteRef:1] under Charles Clarkes reform, regional working is still prevailing (Tempest, 2006).  Whilst the mergers of forces was stalled, the region progressed to share specialised services such as armed response units (ARU) and roads policing (BBC News, 2014 (a)). In 2015, there were further calls to share senior officers amongst Derbyshire, Leicestershire and Northamptonshire, while the Derbyshire CC declined as there would be no ‘immediate financial benefit’ for the strategic alliance (BBC News, 2015). Nottinghamshire withdrew from ARU in 2018 citing disproportionate costs and inefficiencies (BBC News, 2018 (b)).  This was initiated following a review criticising the quality of this regional working and citing the vast distances the units needed to travel as problematic, including causing vehicle wiring to melt (BBC News, 2018 (a)). [1:  Derbyshire, Nottinghamshire, Leicestershire, Lincolnshire and Northamptonshire] 


[bookmark: _E.5_The_South-West:][bookmark: _Toc139053315]E.5 The South-West: Avon and Somerset, Wiltshire and Gloucestershire
The South-West has similar disparity: Avon and Somerset, Wiltshire and Gloucestershire established an alliance to deliver ARU, roads policing and dogs which ended after six years in 2018 (BBC News, 2018 (e)). Avon and Somerset then formed a two force collaboration with Wiltshire for major crime, a tri-force ARU training with Gloucester and Wiltshire and five force alliances for counter terrorism, ROCU and Forensic sciences between  Avon and Somerset, Devon and Cornwall , Dorset, Gloucester and Wiltshire.

[bookmark: _C.6_Warwickshire_and][bookmark: _Toc139053316]E.6 Warwickshire and West Mercia Strategic Alliance
In Warwickshire and West Mercia, their alliance formed in 2013 which merged functions such as the control room, dogs, IT, HR and ARU and was said which saved over £35million.  The alliance ended in 2019 amongst claims that it would provide better value to the people of West Mercia (West Mercia Police, 2020) (BBC News, 2018 (d)).

[bookmark: _C.7_The_Netherlands][bookmark: _E.7_The_Netherlands][bookmark: _Toc139053317]E.7 The Netherlands National Force
Looking outside the UK, the Netherlands has a national force with a central unit and ten regional units which was created in 1994 (Government of the Netherlands, 2023).  Terpstra (2021, p.255) notes that the average team size was significant at 151 officers, and noted the comments from the officers relate to the policing areas were so correspondingly large that the teams spent longer driving, reducing time available to deal with calls. 

The teams noted that there was no standardisation between their working practice and felt that there was a reduction in the ‘social bonds’ between officers (Terpstra, 2021, p256).  Similar to the reports in Scotland, Terpstra (2021) notes that the merge coincided with a closure of local stations and a reduction in the community:police relationship, leading to a feeling of reduced community relationship and lack of intelligence, with the public being less likely to report intelligence via a digital means (telephone or internet).  

In the Netherlands, the complexity of the reform and lack of transparency and availability of performance data was an issue (Fyfe & Terpstra, 2019) but that the decision to stick with a national force should remain. Both countries reforms were found by Fyfe & Terpstra (2019, p.106) to be ‘over ambitious, requiring large-scale structural changes within too short a time frame’ and conclude that it is more important to reform quality of service rather than the structure of the organisation.  These were attributed to the speed of reform implementation, political pressure and failures of leadership.  Skogan (2008) attributes these reform failures to being representative of police culture and that due consideration to culture should be applied, along with a realistic time frame to deliver reform.   

In terms of the Netherlands, the formation of a national force was initiated due to the perceived ‘organisational fragmentation’, absence of a coordinated approach and IT challenges supporting the calls for major reform (Terpstra, 2021, p252).  Terpstra (2021, p252) notes that there was no democratic accountability built into the reformed policing structure at either local or regional level which had the alleged impact of distancing police from the communities it served, a perspective also shared initially in Scotland (Terpstra, 2021). There are other parallels with Scotland too in terms of the pace of policy decision, although the implementation was not delivered quickly as the complexity of reform and union negotiations meant in practice that there was more to be delivered than was practicable (p. 253).

The case of the Netherlands shows that mergers can be delivered by wholesale governmental decision making and change, but that if delivered in haste and without due consideration to delivery of local services, can have a detrimental effect on staff and public service.


[bookmark: _C.8_Welsh_Collaboration][bookmark: _E.8_Welsh_Collaboration][bookmark: _Toc139053318]E.8 Welsh Collaboration
The Senedd have a Police Liaison Unit (PLU) embedded in WG in Cardiff to represent Welsh policing and liaise with Members of the Senedd on operational policy in devolved areas.  The Deputy Chief Constable (DCC) role initially appointed to deliver police collaboration in Wales has changed to Assistant Chief Constable (ACC)  (Emergency Services Times, 2017) (HMICFRS, 2020 (a)).  The PLU reports to the Policing Partnership Board in Wales, with ministerial as well as PCC and CC representation to discuss policing and Welsh policy (Welsh Government, 2023). The Police Federation for England and Wales (PFEW) has its own representative for Wales built into the regulations.

Wales has one Special Branch in the form of Wales Extremism and Counter Terrorism Unit (WECTU). SOC is dealt with by region, with Dyfed Powys (DPP), South Wales (SWP) and Gwent (GP) (hereafter the ‘Southern forces’) forming TARIAN and North Wales (NWP) being in alliance with North-West England forces for a number of services, including underwater search, armed policing and dogs, ROCU, intelligence, asset recovery, forensics and telecommunications (Dunbobbin, 2023).

 The Southern Forces have the following collaborations in addition to TARIAN: procurement, joint scientific investigation unit (JSIU), Joint ARU Unit (JFU)  

GP and SWP collaborate on legal and digital services.

NWP’s alliances and collaborations form from the North-East rather than crossing the border from the South through DPP (Lewis et al., 2022).

According to “Hard Yards”, Wales collaboration is stalled by lack of direction and control (p10).  Also, regarding skills and capabilities: ‘We found that significant collaborations stalled because the skills were not present in the team at the beginning. However, once the skills gaps were addressed, the collaborations began to make good progress. In all the collaborations, we found that forces relied on police officers to pull the team together. This is probably because they are experts in policing. However, collaboration can be split into two functions: the business, which includes finance and negotiation; and the operational, which is policing. Both functions need skilled people. It is rare that a single person possesses both sets of skills, but both are needed for collaboration to work’ (p19)
[bookmark: _Appendix_F_–][bookmark: _Toc139053319]
Appendix F – NPCC and APCC Policing Vision to 2025

The Policing Vision 2025 (NPCC and APCC, 2016) sets out an ambition of ‘transformative change’ rather than a piecemeal approach, with a number of pillars in support of a national police force structure:
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	Thematic Group

	
	

	Scotland and PSNI
	

	Case for Reform
	

	Case Studies
	

	Collaboration
	

	Future Operating Model 
	


	Account Type

	
	

	Police
	

	Politician
	

	PCC
	

	Literature
	



	Coding Categories

	Group Theme 
	Theme
	Short Hand

	Change 
	Barriers to Reform
	BR

	Change 
	Financial 
	FI

	Change 
	Legislation
	LG

	Change 
	Political Influence
	PI

	Change 
	Triggers for reform 
	TR

	Organisation
	Collaboration
	CO

	Organisation
	Leadership
	LP

	Performance
	Accountability, efficiency
	AE

	Performance
	Organisational Impact
	OI







Identify and access archive


Locate and collate information


Organise and evaluate

Analyse and interpret

Triangulate and corroborate

Ethical considerations

National Agency 
Serious and Organised Crime


Federated force  Specialist Services


Local BCU
Neighbourhood policing and community safety



Policing Vision 2025, page 3		


Link between policing and communities remains and is "informed by community priorities and robust evidenced based demand analysis".


Specialist capabilities to be deployed to protect the vulnerable and provide value for money


Contains a profesional, confident workforce reflective of the communities they serve


Increased use of intelligence and evidence from digital policing sources, including crime reporting


Local, cross-force and national structures to ensure coherence towards reform


image2.png




image3.png




image4.png




image5.png
Positivism

Philosophies

Experiment

Mono method Approaches

Cross-sectional
Strategles

Data Action
collection research
and data

analysis Choices

Grounded
theory

Longitudinal

Time
horizons

Ethnography Interpretivism,

Archival research Inductive

Techniques and
procedures

Pragmatism




image6.png
Understand
esof charge
managemert,
leagershipand
organisational
culture

Understand the Weish

devolution





image7.png
(\
'o
Pandemlc;% S Worklng

Welshg \‘0 Merger
Government

2
?_,U, P National




image8.png
ExploreTea

integrate
intothe
theme





image9.png
B
BT:PSNI e





image10.png
F All Wales Policing Group

ﬂ B

SWP

NwWP 2

and

NW

England

Future Isiu WECTU Joint Future
Projects Steering Oversight TARIAN Firearms Projects
Group Board Unit

ACPO ACPO
Lead ( ) Sponsor




image11.png
The Regional Organised Crime Units and Constituent Forces

sTITAN

Cheshire
Cumbria
Greater Manchester
Lancashire
Merseyside
North Wales

4TARIAN

Dyfed-Pouys
Gwent
South Wales

5 ROCUWM

Warwickshire
West Mercia
West Midlands.
Staffordshire

8 sWRoCU

Avon and Somerset
Devon and Cornwall
Dorset
Gloucestershire
Wiltshire

10 SEROCU.

Hampshire

1NERSOU
+ Cleveland

+ Durham

+ Northumbria

2YHROCU
+ Humberside

+ North Yorkshire
+ South Yorkshire
+ WestYorkshire

S EMSOU
+ Derbyshire

+ Leicestershire

+ Lincolnshire

+ Northamptonshire
* Nottinghamshire

7ERSOU
+ Bedfordshire
+ Cambridgeshire

Surrey
Sussex
Thames Valley

.+ Essex
+ Hertfordshire
© Kent
© Norfolk
.+ suffolk

9 LONDON*

 Metropolitan police.
+  (cityof London)
~ (British Transport Police)





image1.jpeg
PRIFYSGOL CYMRU
Y Drindod Dewi Sant
UNIVERSITY OF WALES

Trinity Saint David

SWANSEA - ABERTAWE




